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CHAPTER I

THE PROBLEM

The problem of this study was to structure

guidelines for the administration, production, and

engineering aspects of the diocesan television centers

of the Roman Catholic Church in the United States.

Subordinate Problems

1. To determine the present administrative

goals and patterns of the existing dio-

cesan television centers.

2. To identify specific areas where a

coordinated administrative design could

facilitate television operations at both

the diocesan, and at the national

levels.

3. To determine the nature and function of

an agency that could support and coordi-

nate the inter-diocesan cooperation

necessary to facilitate operation in the

specific areas.

4. To prepare an administrative design that

would guide, rather than dictate, policy



in regard to instructional television

at the diocesan level.

Definttion of Terms

For the purposes of this study, the follow-

ing operational definitions apply:

Instructional Television Fixed Service

(ITFS): A television system that transmits

educational materials over the 2500 mega-

hertz frequency from a fixed (not mobile)

station to one or more fixed receiving loca-

tions specifically designed to receive the

signal. In effect it is an over-the-air

closed circuit system owned by an educa-

tional organization licensed by the Federal

Communications Commission.)

Diocese (pl. dioceses): The territory

or the churches under a bis:lopso jurisdic-

tion. An archdiocese is the territory or

churches under the jurisaiction of an arch-

bishop.

Administration: The aspect of television

that deals with the coordination of produc-

1 Bernarr Cooper, Robert ailliard, and Harolds Wi-
gren, eds. ITFS `Instructional Television Fixed Ser-
vice), What It Is...How to Plan, Washington, D. C.,
National Education Association, 1967.



tion and engineering activities in addition

to attending to regular educational admin-

istration such as curriculum and budget.

Production: The aspect of television

involved in coordinating, scripting, props,

sets, photography, graphics and television

talent into a finished product for tele-

casting.

Engineering: The aspect of television

concerned only with the technical equipment

such as cameras, antennas, videotape

recorders, and transmission equipment.

Instructional Television Associates

(ITA): A corporation formed by the chief

administrators of diocesan television cen-

ters in order to provide information and

encourage the growth and development of

educational and instructional television in

the Catholic school systems.2

Systemic linkage: The process whereby

one or more of the elements of at least two

social systems is articulated in such a

manner that the two systems in some ways

2 Instructional 'television Associates, Notice of
Incorporation (typewritten), New York, 1967.
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on some occasions may be viewed as a single

unit.
3

Delimitations

The following delimitations were placad upon

research:

1. The study was concerned primarily with

administrative problems and touches upon the areas of

production and engineering only when they apply to ad-

ministrational ?rocedure. The study in no way attemp-

ted to measure the effect of televised instruction

upon students and their learning abilities. Moreover,

it did not deal with the areas of curriculum planning

for television, because these areas are more directly

connected with supervision rather than administration.

2. The research involved only those dio-

ceses within the United States that presently operate

their own television centers for their awn school

systems. Those dioceses that have applied for per-

mission to build or operate television systems, but

have not as of 1971 been granted permission to trans-

mit, are not included.

3. The systems that were studied numbered

nine and were spread throughout the continental limits

3 Charles P. Loomis, Social Systems: Essays on Their
Persistence and Change, Princeton, New Jersey: D. Van
Nostrand Company Inc., 1960, p. 33.



of the United States. These systems represented all

of the television centers owned and operated by the

Roman Catholic dioceses within the United States.

They are the Dioceses of Boston, Brooklyn, Detroit,

Los Angeles, Milwaukee, Miami, the Archdiocese of

New York, the Diocese of Rockville Centre(Long Island,

N. Y.), and the Diocese of San Francisco.

Significance of the Problem

In the school year 1971-72, more than

667,000 of the children attending Roman Catholic

Schools in the United States received part of their

instruction via educational television systems owned

and operated by various Roman Catholic Dioceses. In

fact, 14 per cent of the InstructioiLal Television

Fixed Service (ITFS) stations licensed by the Federal

Communications Commission (FCC) in the United States

are owned and operated by these dioceses. The extent

of these systems is indicated in another FCC figure.

Even though station ownership is 14 per cent of the na-

tional licenses, these same dioceses provide service

for the 65 per cant of the ITFS receiving locations with-

in the country. As of January 1971, the monies invested

in ITFS by the Roman Catholic Dioceses are in excess of

13



$15,000,000.4

In light of the current financial crisis

facing Roman Catholic ecaucation in the United States,

one might have to pose the question of "why such an

expenditure for televised instruction, when the Cath-

olic Church is forced to close schools for lack of

funds?"

The dioceses within the United States with

the largest school enrollments are those that have

built ITFS stations. One of the fundamental premises

for building such installations has been that tele-

vision can help to alleviate or solve many of the

educational problems that now face the Roman Catholic

schools. Two major problems are both real and serious.

First, is the decline of religious vocations within

the United States. The second is an outgrowth of

the first, the lack of religious personnel which has

forced the Catholic schools to hire lay teachers to

replace the religious. These lay teachers command a

lay salary that is much higher than that of the reli-

gious. As a result of these problems the Roman Cath-

olic schools find themselves under great financial

strain.

In 1964, the Federal Communications Commis-

4 Francis Richard Birmingham, Jr., I.T.F.S.: Assess-
ment of the Technical and Educational State of the
Art, unpublished dissertation for the Ph.D., Catholic
University, 1970. 14



7

sion made available television spectrum space for

exclusive educational use. School districts applying

for such space were to be allowed to own and operate

their own four-channel television system.

Since that time, nine Roman Catholic dio-

ceses have installed and are operating such television

systems. These systems are owned by the individual

dioceses and for the most part come under the juris-

diction of their own education departments. The pri-

mary function of the television systems is educa-

tional, specifically for instruction in the parochial

schools. The channels are, however, also used by

other diocesan agencies such as Catholic Charities,

Adult Education, Religious Education and Conferences

for the Religious. As a result the television sys-

tems not only play back rented materials but also

produce many of their own materials. Because these

systems are scattered throughout the country, commu-

nication between them leaves much to be desired. It

has, in fact, come to light that many of them are pro-

ducing materials that are quite similar. This dupli-

cation of effort is costly and is a waste of both

time and manpower.

If the efforts of these television systems

were coordinated, the result would be more efficient

use of television facilities in terms of manpower and

15



expenditure of monies for production.

An administrative design that would coordi-

nate the existing diocesan television systems and

their activities in the most efficient and effective

manner is desperately needed.5

The idea o sharing facilities and talent

is not new to the public schools of the United States.

Within the last decade major attempts to attain this

end have been made in several states of the Union.

This trend can be readily detected in New York State.

During the period of the past five years, the state

has created what are termed Boards of Cooperative

Educational Services (BOCES). The pervading philos-

ophy behind these BOCES was to provide for special

educatiox1 services to school districts that could

not themselves provide these services.

BOCES were set up throughout New York State,

specifically within supervisory school districts in

the state. This cooperative venture between the state

and the local school districts has proved to be quite

successful, showing in fact, that in cooptr-

ation many previous obstacles to the education of

5 The Reverend John F. Meyers, Executive Secretary,
"The }Need for Dioceses with Common Problems to Meet
Frequently to Share Ideas and Experiences," 1969-70,
Annual'Report, Superintendent's Department, the NCEA,7.

16



children were diminished. 6

In light of the new technology of various

kinds of television systems, and especially the new

video cassettes, an administrative design as proposed

by the investigator could prove to be useful to the

existing television systems and also to those other

dioceses that: have similar personnel problems but

lack the funds to build ITFS systems to help solve

the problem.

Diocesan television systems have doubled in

the past five years and a spirit of cooperation does

exist between them. Because of the size and complex-

ity of the television operations, the chief adminis-

trators, although willing to cooperate, find it almost

impossible to do so.

The chief administrators of the existing

diocesan television systems at a meeting in Miami on

January 11, 1971, indicated that the proposed study

to coordinate their efforts was very much needed at

this time.

Consequently, the investigator has proposed

a design which will allow these administrators to

cooperate with one another in vital areas and still

6 Milton Flynn Boyden, "Boards of Cooperative Educa-
tional Services in the State of New York," unpublished
dissertation for the Ph.D., Cornell University, 1955.
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10

not interfere with their primary responsibilities

toward their own duties.

An investigation by the investigator into

the documents available through professional organiza-

tions such as the National Association of Educational

Broadcasters and the Association for Educational Com-

munications and Technology indicates that there is

no literature available in the area of coordination

of television stations as comprehensive as proposed

in this study.

This study can, not only be of benefit

to the Roman Catholic Dioceses involved, but can serve

also as a guide for the potential coordination of

activity between state and regional ITFS systems.

Through the coordination of funds, facili-

ties, and talent, all who cooperate can stand to bene-

fit. The ultimate benefits will accrue to millions

of students who now receive part of their education

through television.

Related Studies

Insofar as the investigator can determine,

there are no previous studies that duplicate the work

done here. Several studies are, however, related

to this one, although the total number is not large.

Many of the studies consulted deal with particular

areas of production and engineering. The major part



11

of the studies pertaining to educational television

employ the historical rather than the descriptive

method.

To date the only study concerned specifi-

cally with the use of audio-visual materials within

the framework of Catholic education in the United

States is that of John H. O'Meara. 7
This historical

study was conducted before any Roman Catholic school

system in the United States expended monies or

exhibited interest in closed circuit television for

instruction. The primary thrust of the study involved

setting a pattern for the organization of a special-

ized audio-visual association for the Catholic educa-

tors within the United States.

The study proposed by the investigator was

an attempt to establish an administrative design for

one facet of the entire audio- visual field, specifi-

cally closed circuit educational television.

Because the proposed study is heavily con-

cerned with the administration and, in particular, the

coordination of administration the investigator re-

searched these areas in depth.

7 John H. O'Meara, "The Foundation, Organization and
Development of the Catholic Audio - Visual Educators
Association: An Administrative Pattern for the Organ-
ization of a Specialized Audio-Visual Association,"
unpublished dissertation for the Ph.D., New York Uni-
versity, 1957.

19
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Several studies on interinstitutional coop-

eration were consulted. These studies indicated that

there was a trend in interinstitutional cooperation

in the late 1960's. They further indicated that many

of these cooperating agencies proved to be quite suc-

cessful in meeting the needs of the involved institu-

tions.

A study at Catholic University8 in 1966,

indicated that "the principle of synergism was evident

(meaning that the cooperative action gave a total

effect greater than the sum of the effects of each

college working alone and in isolation)."
9

The majority of studies dealing with coor-

dination and interinstitutional cooperation have been

concerned with institutions of higher education. The

Sullivan study was the only one concerned with Catho-

lic institutions of higher education but did not touch

upon cooperation in terms of television.

In 1966, Joe Allen Bailey conducted a study

on the feasib'lity of interinstitutional cooperation

8 Arthur Dennis Sullivan, "Patterns of Interinstitu-
tional Cooperation in Canadian Catholic Higher Educa-
tion," unpublished dissertation for the Ph.D., Catho-
lic University of America, Washington, D.C., 1966.

9 Ibid.



13

between eleven colleges and universfties.10

The developmental phase of the project demon-
strated that colleges of different religious
affiliations could work together; that large
and small colleges could cooperate on a
joint project without the small schools los-
ing their identity...14

The latter is of importance to the proposed

study, because the dioceses concerned varied in size

and sophistication. The study presented by Bailey,

however, was limited in that it preceded the develop-

ment of Irstructional Television Fixed Service (ITFS)

by four years.

Additional studies on cooperation between

educational agencies and school districts involving

areas other than television have been examined. Three

of these studies were concerned with the proposal of

a coordinating agency. One was a proposal to coordi-

nate county services. 12 Another was a proposal to

coordinate and organize a state agency. One of the

weaknesses pointed out in this study was that "No

10 Joe Allen Bailey, "A Critical Analysis of the De-
velopment of a Closed-Circuit Microwave Television
Network for Eleven Colleges and Universities in the
Central Texas Area," unpublished dissertation for the
Ph.D., University of Texas, 1960.

11 Ibid.

12 Pierce Francis Hoban, "Cooperative Service Agency
for the School Districts of Pascack Valley, Bergen
County, New Jersey," unpublished dissertation for the
Ph.D., New York University, 1963.

21
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agency in California has assumed any responsibility

for coordinating the development of televised instruc-

tional programming. .13

The findings of a study by Milton Boyden14

indicated that the majority of superintendents invol-

ved with Boards of Cooperative Educational Services

(BOCES) in New York State thought that the project

was successful and that the ultimate benefactor was

the student. It is expected that the proposed study

will point out similar results.

A study recently submitted by Francis Birm-

ingham15 indicates that the largest proportion of

ITFS utilization on a national basis are those systems

owned and operated by the Roman Catholic Dioceses

within the United States. This study was of particu-

lar value in researching the background for this

study.

Of great value in the creation of the admin-

istrative design was a study made by William Henry

13 Robert Earl Morrill, "The Organization and Admin-
istration of Instructional Television in California,"
unpublished dissertation for the Ph.D., University of
California, Berkeley, 1966.

.J14 Milton Flynn Boyden, 22. cit.

15 Francis Richard Birmingham, Jr., "I.T.F.S.: Ass-
essment of the Technical and Educational State of the
Art," unpublished dissertation for the Ph.D., Catho-
lice University of America, Washington, D.C., 1970.
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Heath at New York University in 1970,16 The concept

of Institutional Systemic Linkage (ISL) was used in

sub-problem four of this study.

In including the concept of Institutional

Systemic Linkage to the proposed design a review of

the literature on social systems, systems analysis,

organization and administration was conducted. The

texts drawn upon include General and Social Systems

by Kenneth F. Berrien, Educational Planning-Pro9ram-

ming-Budgeting by Harry Hartley, Charles P. Loomis'

Social Systems: Essays on %heir Persistence and

Change and Administrative Organization by Frank P.

Sherwood.

No one sufficient, all-inclusive systems
theory exists in education, but in relating
the available systems research to this con-
text, the educational planner might take
an eclectic a- ach and maximizv,selected
contributions prom many sources.'

The investigator designed the proposed

administrative design to coincide with the Program

Planning Budgeting System(PPBS). The PPBS was selected

because it was based upon goal orientation rather than

dollar limitation. "As the nucleus of PPBS, the pro-

16 William Henry Heath, "An Analysis of Influence in
the Establishment of a Regional Education Center,"
unpublished dissertation for the Ph.D., New York Uni-
versity, 1970.

17 Harry J. Hartley, Educational Planning-Programming-
Budgeting, A Systems Approach (Englewood Cliffs, New
Jersey: Prentice-Hall Inc., 1968), 26.



16

gram budget expresses the dollars in relation to the

f....tputs, or programs. .18

Several additional systems approaches were

considered as alternatives for the proposed design

but were rejected. The systems and reason for their

rejection are as follows:

Operations Research(OR) - A system that

furnishes precise mathematical measures for planning

and decision making.19 This approach was rejected

because the variables presented in this study cannot

for the most part be quantified.

Management Information Systems(MIS) - A for-

mal list of procedures established to provide informa-

tion in the planning and decision making prccesses.20

This approach was rejected since the focus of this

study does not deal with the collection and distribu-

tion of data alone.

Program Evaluation and Review Technique(PERT)

- A device for planning, controlling, monitoring, and

evaluating complex projects that have been structured

into component parts, time elements and cost factors.21

18 Hartley, PPBS, 85.

19 ibid., 36.
20 Ibid., 37.

21 Ibid., 38.

24

17

PERT vas not employed in this study because the time

phasing implementation of the proposed design is not

rigorously defined.

Cost effective analysis was also rejected

because the emphasis of such an approach is dollar

value with objectives and goals being relegated to a

second position.

In the search for related literature the

standard reference works Index to American Doctoral

Dissertations, Doctoral Dissertations Accepted by

American Universities and Dissertation Abstracts were

consulted. Also examined were The Reader's Guide to

Periodical Literature, library card catalogs, the

bibliographies of wl listed in the PARTIAL BIBLIOG-

RAPHY of this study, and the bibliographies of related

studies already mentioned. In addition, professional

journals in the field, such as the Educational Broad-

castinj Review, Educational/Instructional Television,

Broadcast Management Engineering, and A-V Communica-

tions Review, were reviewed.

4e)S



CHAPTER II

METHODOLOGY-AN OVERVIEW OF PROCEDURES IN

COLLECTING AND TREATING DATA

Much of the data gathered by the investiga-

tor in relation to sub-problems one, two, and three

were gathered from primary sources, including the

statements of the chief administrators of the diocesan

television centers, through direct interview, ques-

tionnaire, and examination of original documents. All

questLonnaires were subject to examination by a com-

mittee of three informed persons in the field.

In order to insure the validity of the data,

each compilation of trends and practices analyzed was

subject to review by the same chief administrators.

The material gathered in relation to sub-

problem three was subject to analysis by the chief

executive of each national agency. It was anticipated

that the checking and rechecking of these data by pri-

mary sources would increase the validity of any conclu-

sions drawn by the investigator in relation to the

accuracy of background and function.

The material gathered for sub-problems one,
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two and three proved to be the core of material for

suh-problem four. In sub-problem four, the investi-

gator coordinated the specific areas that were identi-

fied in sub-problem two. An administrative design

was constructed from secondary sources, including

texts and studies in modern educational administrative

procedures. Primary sources, expressions by leaders

and reports in Catholic educational administration,

were consulted as to the adaptability of the design

to the Roman Catholic educational system.

Sub-problem I

To determine the present administrative
goals and patterns of the existing dio-
cesan television centers.

In this sub-pl:oblem primary sources, docu-

ments, and people were investigated. The nature of

the study was a descriptive survey. The data col-

lected in this sub-problem were concerned primarily

with the status and nature of each television center

in relation to its own diocese. In addition, the

investigator attempted to determine the initial reason

for the particular diocese adopting television.

The material studied here was useful in pro-

viding a profile of each diocese. The profile proved

to ba of great value in applying standards to the

dzta collected in the subsequent sub-problems.

The data were collected from the chief
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administrator of each diocesan television center. A

questionnaire was developed by the investigator

designed to elicit information in reference to the

present administrative practices and goals of each

center. The first draft of the questionnaire was sub-

ject for evaluation and comment by a panel of three

informed and knowledgeable persons. The proposed

questionnaire had to he approved by two of the three

members of the panel before being sent to the subjects.

To be a member of the panel a candidate

had to have three of the four qualifications listed

below:

- Five years active involvement in Educa-

tional Television

- Three years in administration of Educa-

tional Television

- Knowledgeable in the area of Instruc-

tional Television Fixed Service

- Currently involved in educational tele-

vision administration.

The first member of the panel was, Chief,

Bureau of Mass Communication, New York State Education

Department. This member also headed the Sub-regional

Instructional Television Fixed Service Committee set

up by the Federal Communications Committee to serve

the northeastern United States. In addition, he pub-

28
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lished one of the first texts on how to implement an

ITFS system. work was entitled ITFS: What It Is

...Fluid to Plan.

The second panel member was the Superinten-

dent of Schools for the Mineola Public Schools in New

York. It was under his leadership that the Mineola

Public Schools built and installed one of the first

ITFS stations.

The third panel member was the Manager of

Television Services for the Board of Cooperative

Educational Services (BOCES) in Nassau County, New

York. He was involved in expanding of ITFS services

to several public school districts in Nassau County,

NeW York.

Once the data were collected, each of the

chief administrators was interviewed so as to corrob-

orate the evidence presented on the initial question-

naire.

The data collected by questionnaire were

compared to the data gathered at the personal inter-

view. In such instances where the collected data

was incomplete, the primary source wls interviewed

again so as to eliminate any inaccurate or contradic-

tory findings on the part of the investigator.

The final profile of each diocese when com-

pleted was submitted for review and comment by the
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same chief administrator.

Sub-problem II

To identify specific areas where a
coordinate administrative design could
facilitate television operations not
only at the diocesan but also at a
national level.

The profiles of each diocese gathered from

the data of sub-problem one were broken down into

specific areas relating to television center person-

nel. These personnel had similar job descriptions at

each television center. This sub-problem was con-

cerned with determining similarities in job functions

at each center.

The material studied here was of value in

determining which specific areas could be coordinated

on a national level without disturbing the job func-

tion at a diocesan level.

The chief administrator at each diocesan

television center was asked to list all of the func-

tions carried out by the department supervisors at

his center. These departments were listed under the

broad headings of administration, production, and

engineering. This information was available through

the questionnaire already discussed in sub-problem I.

Once the questionnaires were returned to



the investigator a master list for each specific area

was prepared. This list %-ls supjeL,. -0 review and

comment by a panel of experts. This panel is des-

cribed under sub-problem I. The master check list

was returned to each administrator. The administra-

tor was requested to check off the duties of the

department supervi5;ors and return the form. A tenta-

tive check list is in the appendix p.173.

The master check list when returned was

subject to an item analysis as per specific job func-

tion of each department supervisor. Any item receiv-

ing six or more designations in a particular area on

the summary of response sheet was considered as a

potential area of coordination because this repre-

sent:? t: 3- thirds of the sample. A summary of the

responses listed oa a master schedule.

Job descriptions in each category were

written up by the investigator based on the data

and presented to the chief administrator of each

diocesan teevision center for his review and comment.

When necessary, the description was revised until

approved by all of the chief administrators.
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Sub problem III

To determine the nature and function of
an agency that could support and coordinate
the inter-diocesan cooperation necessary to
facilitate operation in the specific areas.

In this sub-problem primary sources were

investigated. The data gathered in the sub-problem

were related to the nature and function of the type

agency needed to provide leadership in the coordina-

tion of diocesan television programs.

The material studied here enabled the inves-

tigator to identify the kind of agency at the national

level which would lend itself to -upport the proposed

design. Once the agency was located, the investigator

would be able to design the proposed structure in

sub-problem four.

The material gathered in the sub-problem

was culled from documents and papers of two organiza-

tions. The organizations were: (1) the United States

Catholic Conference(USCC) - an organizational struc-

ture that provides resources to insure coordination,

cooperation and assistance in the public, educational

and social concerns of the Roman Catholic Church at

the national or interdiocesan level and (2) Instruc-

tional Television Associates(ITA) - a New York corpor-

32
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ation whose membership is comprised of the chief

administrators of tree nine diocesan television cen-

ters.

Investigation and research relevant to the

USCC were directed to two departments in that organ-

ization--specifically the Department of Education

and the Department of Communications.

The charters and documents of the Depart-

ments of Education and Communications were studied

in relation to their interest in education and

educational television. These documents were com-

pared to the papers of incorporation of Instructional

Television Associates. The certificate of incorpor-

ation, as well as the published and unpublished

reports of ITA, served as the basis of information

for comparison. The kind of agency that lent itself

most clearly to the goals of ITA was considered as

the possible agency to implement the proposed design.

To insure accuracy in the selection of such

an agency, the investigator interviewed the heads of

the respective agencies to approve and clarify any

data collected by the investigator in relation to

the nature and function of the specific agency. Dur-

ing the course of the interview, specific informa-

tion regarding the financial support of the proposed

administrative design, was sought.
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The information gathered was analyzed by

the investigator and the aforemntioned panel so as

to determie which of the two existing agencies lent

itself better to the proposed .itudy. Specific areas

of concern were the agencies' relation to and views

of education as well as the agencies' desire to

render financial snnport: to ,uch an administrative

proposal. A primary consideration was the agencies'

relationship to all of the dioceses within the United

States.

Once the type of agency had been determined

Instructional Television Associates reviewed the find-

ings. Ultimate identification of the national agency

depended upon ITA's recommendation.

A detailed description of the information

collected by the investigator was forwarded to each

ITA member. This description was subject to approval

by two of three members of the panel of experts des-

cribed earlier before being forwarded to each ITA

member.

34
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Sub-problem IV

To prepare an administrative design
that would guide, rather than dictate,
policy in regard to instructional tele-
vision at the diocesan level.

The data and material gathered for this sub-

problem enabled the investigator to adopt an adminis-

trative design to provide a framework to facilitate

cooperation between the existing and future diocesan

television centers. Of primary importance was that

this design had as one of its primary goals coordin-

ation of activity without dictating policy. Each

diocese involved was an individual entity. The pro-

posed design would aid in coordinating those activi-

ties at each center that lend themselves to coordin-

ation. The intent was to guide and encourage coopera-

tion rather than dictate policy to the local dioceses

in their own operations. It was thus anticipated that

the design would provide for:

1. better commurication
2. exchange of programs
3. a loose colitederation

The data for this sub-problem comprised a

compilation of the data gathered in sub-problems two

and three. Secondary sources, such as texts in edu-

cational administration and systems theory, were used

as sources in setting up the proposed design. The
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investigator attempted to integrate the data with

current approaches to educational administration and

administrative systems.

Because this sub-problem was primarily

concerned with a design that would "guide rather than

dictate," the proposed design was applied to the

master social process of systemic linkage. This con-

cept is mentioned by Loomis in his text on social

systems. "Whole organizations sometimes have the

sole function of systemic linkage." 1

The data collected in sub-problem two in

relation to areas of potential coordination between

centers were of primary importance. It was these

data that enabled the proposed type of systemic link-

age to be effective. The areas selected for coordi-

nation by the investigator based on the response to

the questionnaires were subject to review and comment

by the aforementioned panel of experts and the chief

administrators of the television centers through ITA.

It was anticipated that the data presented

in this sub-problem would provide a working model for

the proposed administrative design. It was further

expected that the proposed design would not only

1 Charles P. Loomis, Social Systems: Essays on Their
Persistence and Change, Princeton, New Jersey: D. Van
Nostrand Company Inc., 1960, 33.
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prove to be of value to the Roman Catholic television

centers but would be of great value in preparing

guidelines for the coordination of television activi-

ties within counties and states of the United States.

Similar problems of coordination of television activ-

ities exist at these levels.
2

A.though this proposal was specifically

geared to all of the television centers wholly owned

and operated by Roman Catholic dioceses, the concept

of administration and guidelines presented would also

have relevancy for public or other private school

television systems.

The process of systemic linkage that was

employed in the design is "niversal in application and

may be likened to the role of the Federal government

in the United States, and the United Nations on an

international level. The specific proposal presented

here is related to the administration of television

production facilities and may be plied to any situ-

ation where two or more such facilities would like

to pool their resources.

2 Robert Earl Morrill, "The Organization and Admin-
istration of Instructional Television in California,"
unpublished dissertation for the Ph.D., University
of California, Berkeley, 19h6.

if?



CHAPTLP III

THE GROWTH AND DEVELOPMENT OF EDUCATIONAL

AND INSTRUCTIONAL TELEvISON

Definitions

As defined by Koenig and Hill, educational

television (ETV) is a medium which disseminates pro-

gramd devoted to information, instruction, cultural or

public affairs, and entertainment. The word medium

connotes any means employed to transmit an educational

program....ETV is a broad term encompassing all types

of educational programming.
1

Instructional television (ITV), is a more

exclusive term. To Car:?enter and Greenhill, instruc-

tional television

is understood to refer to educational efforts
using television which have as their purposes
the production, origination, and distribution
of instructional content for people to learn:
efforts in which television is used as the
principal or as an auxiliary medium of commu-
nication. This conception includes closed-
circuit broadcast activities which handle

1 Allan E. Koenig, and Ruane B. Hill, The Farther Vis-
ion: Educational Television Today, Madison: University
of Wisconsin Press, 1967, Preface xi.
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information specifically organized and pro-
duced for learning. The scope of instruc-
tional television is more specific than that
of educational television and very different
from commercial television....Instructional
television is closely related to the work 2f
organized formal educational institutions.

The authors, howeveL, caution:

In one sense instructional television is a
misnomer; television per se does not in-
struct, it does not educate, it does not
learn. Television itself is a tabula rasa,
a blank sheet or a clear channel. It is a
potential mediator of instruction, it is an
instrument, which may be used to provide
some but not all of the conditions nqcessary
for most kinds of learning to occur.'

Components of an ITV System:

In listing guide lines for administering

educational television, Brown and Norberg, in their

text Administering.Educational Media, discuss the pro-

blems of facilities and equipment in terms of three

functions or components: origination, distribution,

and reception. Kessler expanded on this concept a

year later in 1966 when he further explained these

components.

1. The origination facility

The basic function of the origination
equipment is to convert the picture or

2 Educational Television: The Next Ten Years, Stan-
ford: The Institute for Communications Res arch,
1962, 286.
3 Ibid., 288.
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scene to be transmitted into analog
electrical signal variations suitable
for transmission over wire or radio
circuits....

2. The transmission facility

The transmission facility may consiot of
either wires in the form of a suitab.7,a
coaxial cable or a wire3ass radio cir-
cuit to transport the signals which
represent the destination point to
points.

3. The reception/display facility

The reception/display facility is the
final link in the complete system and
is... the black-box with the cyclop eye
which converts the received signals
(which only represent the picture) into
an accurate reproduction of the picture
or scene at the origination point.

Methods of Television Distribution

There are three basic methcds of transmit-

ting television signals:

1. closed circuit

2. broadcast

3. 2500 mhz television (I'M)

Closed circuit television (CCTV) - "refers

to the procedure whereby the television signals are

4 William J. Kessler, Fundamentals of Television
Systems. Seminar on Learning and Television sponsored
by the National Association of Educational Broadcasters,
National Project for the Improvement of Televised In-
struction, June 27 - July 15, 1966. Washington, D.C.,
National Association of Educational Broadcasters, 1966,
1-2.
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distributed from the origination point to the recep-

tion point by means of coaxial cable."
5

Closed cir-

cuit systems vary in degrees of sophistication and

size. The simplest type would be a one channel sys-

tem located within a school. The more advanced sys-

tems could have as much as a twelve channel capability

and connect institutions within a state or regional

area. Closed Circuit systems include the components

of origination, distribution and reception discussed

in the preceding pages. One of the prime advantages

of such a system is that it is private. "CCTV systems

do provide for selective audiences. Only receivers

connected to the system way receive the program. "6

The greatest disadvantage to such a system is the cost

of wiring and maintenance once the cable is placed on

property other than the owners'. "Wiring and maintain-

ing many and widely scattered locationn can be costly

via closed circuit."7

Broadcast (VhF and UHF)

"Broadcast (open-circuit) television makes

use of a system by which signals broadcast from a

5 ETV: The Next Ten Years, op. cit., 321.

6 James W. Brown, and Kenneth Norberg, Administering
Educational Media, New York: McGraw-Hill, 1965, 205.

7 Ibid., 204.
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tower and antenna can be received by television

receivers within range of the station and equipped

with suitable receiving antennae. This is the most

powerful and expensive use of the medium."
8

The Federal Communications Commission(FCC)

grants broadcast licenses to commercial and non-com-

mercial users on a one channel per licensee basis.

Broadcast channels are divided into two major groups:

Very High Frequency (VHF) and Ultra High Frequency

(UHF). On a television receiver, the VHF channels

are received on channels 2 through 13; UHF channels

are channels 14 through 83.

The 13 channels originally assigned by the
Federal Communications Commission (FCC) to
commercial television broadcasting were all
in the VHF region. As the demand.for chan-
nels increased, the number available in the
VHF region was found to be inadequate and
in 1952 the FCC allocated the space in the
UHF region between 470 and 890 Mc to an
additional 70 channels. At that time, the
FCC believed that these new channels would
permit an increase in the number of tele-
vision stations sufficient to care for all
the needs of commercial television, educa-
tional television, and the viewing public.
For a variety of reasons, both technical and
commercial, uaF television broadcasting has
not been generally successful. Of the 528
commercial television broadcasting stations
now iq oll'Aon, 453 are VHF stations and
only 75 are UHF atations. Of the 56 educa-
tional television stations in operation, 40

8 Brown and Norberg, op. cit., 204.
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are VHF stations and 16 are UHF stations.9

Actual in-school instruction via broadcast

television began in the 1950's. Both VHF and U!' sta-

tions were involved to a limited extent. Although

broadcast television became an integral part of the

instructional process in many school systems it did

not meet the in-school needs of education. In a sur-

vey conducted in 1960, Lester Asheim concluded:

Open circuit, on the other hand, is most
promising for adult education uses, for
larger school systems, and for reaching the
rural residents, the hoe-bound, and the
older person. Open circuit may be used to
a limited extent in the classroomespe-
cially for some occasional event of impor-
tanee(the inaugurcItLin, a major speech of
national significance, etc.) --but not
nearly so widely as in informal adult edu-
cation.1°

The major obvious limitation of broadcast

television was the single channel allocation.

The chief disadvantage of the broadcast sta-
tion as the purveyor of school television
is that it can use only one Alannel. Within
the limits of a school day, an ETV station
broadcasting a variety of subjects to the
full range of school grades--even if only
the elementary grades--is hard put to it to
do a given series more than once or twice a

9 ETV: The Next Ten Years, 222.

10 Ibid., 31.

43



36

week, particularly with the practical need
for repeats.11

A second problem that emerged from using

broadcast materials in the schooLs was that of control.

There is a danger that open-circuit tele-
casting of classroom content may put educa-
tion up to popular referendum. Can courses
in the social sciences, literhture, biolog-
ical sciences be as complete, as outspoken,
as critical before a general audience as
they should be in the closed classroom? The
privacy, the lack of outside supervision,
the primacy of educational objectives which
characterizes the classroom make it possible
to pursue knowledge of its own sake, to
experiment with teaching methods, to make
mistakes and benefit from them. This must
not be lost.12

Maloney, in 1967, refers to this same problem:

The twin facts that ETV works by broadcast-
ing, and that therefore control over pro-
gram content and style cannot be wholly in
the hands of teachers and school administra-
tors, has proved important. This situation
has perhaps created some resistance by
teachers and.localadministrator5, to the use
of broadcast ETV.13

In summary, by the early 1960's four pro-

blems were evident in relation to education and tele-

11 Wilbur Schramm, and Godwin C. Chu, Learning from
Televisions: What the Researcher Says, :ashington,
D. NAEB, 1968, 21.

12 ETV: The Next Ten Years, op. cit., 35.

13 Koenig and Hill, oo. cit., 198.
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1. Broadcast television did not meet the

needs of educators because of in-school

programming problems.

2. The multi-channel capability of CCTV was

attractive to educators but the cost of

installing and maintaining such a system

was prohibitive.

3. Educators wanted more control over the

educational potential of television.

4. Requests for additional VHF and UHF

channels from the FCC far exceeded the

supply available.

2500MRz(Instructional Television Fixed Service - ITFS)

The Federal Communications Commission opened

31 channels in the 2500-2690 megahertz frequency

range for use by educational institutions and organi-

zations on July 25, 1963. The official FCC designa-

tion of these channels is "Instructional Television

Fixed Service" (ITFS). The FCC Rules and Regulations

in Section 74.901 defines ITFS as follows:

A fixed station operated by an educational
organization and used primarily for the
transmission of visual and aural instruc-
tional, cultural, and other types of educa-
tional material to one or more fixed receiv-
ing locations.
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To the educator, ITFS offered the best of

all possibilitiQ4 in terms of televised instruction.

It offered a multi-channel capacity. Each licensee

was capable of activating four channels (FCC Rules,

Sec. 74.902(c)). This allowed for the transmission

of four simultaneous programs. The system was closed

circuit, in that, each receiving location needs a

special antenna to receive the transmission. The sig-

nal is transmitted over the air, or broadcast, thus

eliminating the expense of cable connections. This

ETV system in effect is a private broadcasting net-

work, with its use exclusive to the educator. "Trans-

missions are not intended for direct home reception

by the general public. Therefore, ITFS is neither

a broadcast (open-circuit) system nor a closed circuit

system in the sense of wired (cable) installations. 14

Components of an ITFS System

1. Origination - much the same as the ori-

ginating equipment used in broadcasting.

The amount and kind of studio equipment

are determined by the needs of the indi-

vidual system.

2. Distribution - a low power transmitter

14 Bernarr Cooper, ITFS-What it Is...How to Plan,
Washington, D.C.: Division of Educational Technology
NEA, 1967, 13-14. 46



that enables the user to broadcast on

four channels within the 2500-2600 MHz

range. This is a much higher frequency

than VHF or UHF transmission. The high-

est UHF channel(83) is 890 MHz. The

low power of the transmitter limits the

signal to a range of 15-20 miles.

3. Reception - a special receiving antenna

is installed on the roof of each re-

ceiver location. This antenna must be

in a "line-of-sight" to the main trans-

mitter. A special converter attached

to the receiving antenna converts the

high frequency signal so that it can be

received on the average classroom re-

ceiver. The signal is distributed

throughout the receiving location via

cable.

Cooper lists the strengths of ITFS as follows:

ITFS has several unique characteristics:
. It is especially adaptable for local

school use.
. It is flexible because it provides a

multi-channel system that enables the
administrator to cope more effectively
with traditional scheduling problems
which, up to now, have plagued instruc-
tional TV.

. Programs may be repeated whenever
required, and up to four different
programs may be transmitted simultan-
eously.
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. it is relatively economical to use.

. When combined with other methods of
TV transmission, it can provide elec-
tronic flexibility and capability
heretofore unavailable.li

In the United States at this writing (1972)

there are 65 ITFS systems currently on the air,

another 14 are under construction. Of these systems,

the Roman Catholic Dioceses within the United States

own 14 per cent of the systems and 65 per cent of the

receiving locations.
16 These systems are studied in

more detail in Chapter IV.

15 Ibid., 16,

16 Francis Richard Birmingham, Jr., I.T.F.S.: As-
sessment of the Technical and Educational State of the
Art, unpublished dissertation for the Ph.D., Catholic
University of America, Washington, L.C., 1970.



CHAPTER IV

PROFILES OF ITFS SYSTEMS OWNED AND OPERATED

BY ROMAN CATHOLIC DIOCESES

Archdiocese of Boston

The Boston Catholic Television Center of the

Archdiocese of Boston first applied for channel allo-

cation to the Federal Communications Commission in

January of 1967. The two channel system was activated

soon after this date. The Boston Center is unique in

that it is financed from within and receives no monies

from the diocesan office or the local parishes. The

one million dollars of construction costs and the an-

nual operating costs of $200,000 emanate from the

center.

The television center staff, comprised of

eight full time workers and one part time worker, man-

ages to create about 15 per cent of the local programs

used over the television system. The 180 receiving

locations supply approximately 50,000 elementary and

high school students with part of their instruction.

The studio schedules almost fifty hours of programming

per week, Some of the high sc!hoAs are equipped with
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video tape recorders and can record programs for us

at a later date.

In addition to local origination the Boston

Catholic Televiion Center acquires programs from

other dioceseci and Twenty-One Inch Classroom.

The tyoes Ut program broadcast to the

schools vary and ineludd sur,piciontary lessons, direct

teaching by tolovioioa, chrichmht program5, total

teaching, in-sorvico teacher oCiucation, film distribu-

tion, religious training (outside regular classes) and

panel programs in which students participate. The

talent for local programs votes from within the system

itself. Most programs are recommended by curriculum

committees and educational advisers. For the most

part, the talent is not paid and works on a volunteer

basis.

Program evaluation at the Boston center is

accomplished through questionnaires. These question-

naires are completed by classroom teachers and returned

to the television center by a building coordinator.

Starting in January of the school year, the evaluation

data returned directly to the center determine the

broadcast schedule for the following year.

ITFS was implemented in Boston because the

diocese believed that this medium was the most effec-

tive in its Church mission. In addition to the rou-
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tine educational and academic programming for schools,

the Boston Catholic Television Center "hopes to put

the facilay to use for hospitals, rest homes, nursing

homes, for spiritual programming and as a communica-

tions system for the Archbishop to use for his priests

and nuns. ul

The original engineering study for the Bos-

ton Catholic Television Center was conducted by Lake

Systems. The center is represented by Dow, Lohnes,

and Albertson, a Washington based law firm, before

the Federal Communications Commission.

Mailing address is:

Boston Catholic TV Center

55a Chapel Street

Newton, Massachusetts 02160

1 Rev. Msgr. Walter. L. Flaherty, Director, Boston
Catholic T.V. Center, Questionnaire, October, 1971, 9.
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Diocese of Brooklyn

The Roman Catholic Diocese of Brooklyn was

the first diocese in the United States to activate its

own ITFS station. Applications for construction were

filed with the Federal Communications Commission in

July of 1964 and the system started telecasting on an

experimental basis in the spring semester of 1965.

The total cash expenditure on the part of the diccese

to construct the television facilities was $1,200,000.

The $280,000 operational budget is provided by con-

tributing parishes and the diocesan office.

The television center of the Brooklyn Dio-

cese operates one of the largest ITFS installations

in the country. There are approximately 5700 televi-

sion receivers located in 350 schools serving a stu-

dent population of 200,000. The major portion of the

audience is composed of grammar school children in

grades one through eight. High schools utilizing the

services of the Brooklyr diocese television studios

are capable of video taping programs transmitted by

the studio for later use within the school.

Television services permeate all areas of

the diocesan educational effort. The types of pro-

grams provided include: supplementary lessons, direct

teaching by television, enrichment programs, total

teaching by television, in-service teacher education,
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film distribution, orientation, administrative an-

nouncements, religious training outside regular class

hours, panel interviews with student groups, talent

shows, and others.

The diocese uses all four of its channels

and schedules approximately 165 hours of programming

per week. Of the telelessons broadcast 50 per cent of

them are locally produced. Other sources of program

acquisition are National Instructional Television,

Great Plains Ncional Television Library, other dio-

ceses, and various film companies.

As for program evaluation, the Diocese of

Brooklyn employs questionnaire and person to person

contact. Evaluation is accomplished via the follow-

ing:

- visitation of classes within the system

- distribution of questionnaires to schools

- feed back from a T.V. Coordinator located

in each school

- checking the volume of teacher's guides

ordered

- at regional meetings of T.V. Coordinators

during which problems are raised and solu-

tions proposed.

Twenty-five full time and one part time stu-

dent worker make up the staff of the Brooklyn Diocese
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television facility. In addition to television ser-

vices the television center offers other media con-

nected services to other schools.

Several of the reasons for the Diocese of

Brooklyn turning to ITFS are as follows:

1. To make possible significant changes in

the school system.

2. To provide a developing communications

network for the Diocese.

3. To provide student instruction and in-

service education for teachers.

4. To prmide cost effective educational

techniques.

The educational objectives are as listed.

1. Ultimate redesign of the schools and

religious education as learning systems.

2. Development of a new system of informa-

tion, storage, retrieval, and communi-

cations.

3. Development of a total diocesan learn-

ing network.

4. Education of students and teachers espe-

cially in terms of visual literacy.

The initial engineering survey for this sys-

tem was conducted by RCA and Microlink. Legal repre-
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sentation before the Federal Communications Commission

is provided by Wilner, Scheiner and Greely of Washing-

ton D. C. The mailing address for the studio is:

Television Studio

Diocese of Brooklyn

c/o Bishop Ford High School

500 19th Street

Brooklyn, N. Y. 11215
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Archdiocese of Detroit

The ITIfS facilities in the Archdiocese of

Detroit are rather unique in that the television cen-

ter is owned and operated by both the archdiocese and

the University of Detroit. The university provided

a separate building for the television center and the

diocese invested $250,000 in capital monies for equip-

ment and studio furnishings. The annual operating

budget is $150,000 with the diocese supplying approxi-

mately 43 per cent or $65,000 of this each year.

At present the television center is staffed

solely by university personnel because of budget reduc-

tions in the diocese. These personnel supply the ap-

proximately seventy hours of televised classroom in-

struction on two channels to 85,000 students in 185

different receiving locations. Because of the finan-

cial difficulties mentioned above, the Department of

Education of the diocese has curtailed all local pro-

gramming. The majority of the programs that are trans-

mitted to the schools are acquired from Great Plains

National Instructional Television and National Instruc-

tional Television.

None of the schools within the system is at

this time equipped with video tape recorders that would

enable it to store materials transmitted from the cen-

tral office. No services other than television are
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provided by the television center to the schools.

In previous years when the television center

produced its own programs to meet local needs the bulk

of the talent was drawn from within the system and

worked on a purely volunteer basis. The Archdiocese

of Detroit does not, at this time, (1972), use pro-

grams from any other diocese. No other diocesan tele-

vision system is engaged in using programs produced

at Detroit.

The types of programs provided to the schools

include: supplementary, direct teaching by television,

enrichment, in-service teacher education, religious

training -- outside regular classes, and panels and inter-

views in which students participate.

The primary reason for the Archdiocese of

Detroit turning to television is stated as: "We be-

lieve that through the use of television, we could

broaden and strengthen our teaching capability by the

additional environment of the televised program in the

areas of science, art, reading, etc."2

In order to evaluate the effect of and re-

sponse to televised programs the Department of Educa-

tion uses a detailed questionnaire that probes the use

2 Rev. Thomas McAndy, Director, Department of Educa-
tion, Detroit Catholic Schools, Questionnaire, October,
1971, 9.
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and evaluation of each program. These questionnaires

are completed and returned by teachers from within

the system.

The original engineering study for the ITFS

system was conducted by Litton Industries. The dio-

cese does not have a law firm on retainer before the

Federal Communications Commission.

The mailing address is:

Television Center

Archdiocese of Detroit

3800 Puritan

Detroit, Michigan 4b238
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Archdiocese of Los Angeles

The senior west coast Roman Catholic ITFS

system is owned and operated by the Archdiocese of

Los Angeles Education and Welfare corporation. The

television station at present is not equipped to pro-

duce its own programs. At this writing, however,

plans to add a production capability to the existing

installation are on the drawing board. Because of

this absence in local origination facilities, the

archdiocese depends upon outside agencies to provide

programming for their local needs.

The television system is operating at its

full broadcast potential of four channels. Some

40,000 students, both elementary and secondary, in

seventy-nine different locations receive part of their

instruction from the seventy-eight hours of scheduled

programming each week. The major sources of program

acquisition are National Instructional Television

Library and Great Plains National Instructional Tele-

vision Library. A small percentage of the locations

receiving the diocesan telecasts are capable of re-

cording programs "off-the-air" for use at a more con-

venient time schedule.

Presently the types of programs broadcast

over the system include supplementary, enrichment,

in-service teacher education, film distribution,

orientation, off campus college courses for which
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students receive credit, and religious training out-

side regular class hours.

The installation cost of this system was

$525,000. This amount was paid by the archdiocese

itself. The annual operating costs of $248,000 are

shared between the local parishes and the diocesan

office.

The Archdiocese of Los Angeles implemented

its ITFS system to acquire a full time multi-channel

broadcast system to serve the many departments of the

diocese that need mass communications to assist them

in their indi.idual apostolates.

The educational objectives of this six-year-old system

are presently undergoing change. The change will occur

once the new production studio facilities are acti-

vated.

At the present time the facility provides
supplemental and enrichment programming.
When local production is achieved, this
will be supplanted by core curriculum
objectives. Eventually the greater per-
centage of programming will be in the areas
of religious and adult education.3

Despite its limitations in tho area of local

production the archdiocese employs a rather elaborate

system of program evaluation. The program evaluation

3 Rev. John Urban, Director of Broadcast Communica-
tions, Archdiocese of Los Angeles, Questionnaire,
October, 1971, 9.
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system is computer based and was dIsigned by a profes-

sional system analyst working with television utiliza-

tion personnel employed by the Instructional Television

Center. Two part time utilization coordinators are

employed at the center. Additional staff include one

part time curriculum specialist and seven full time

workers. These personnel are distributed between ad-

ministration, production and engineering.

The original engineering survey for the sys-

tem was Litton Industries, Such surveys are now per-

formed by the Californian based firm of Namment and

Edison. Legal representation before the Federal Com-

munications Commission is provided by Wilner, Scheiner,

and Greeley of Washington, D.C.

Mailing address is:

Instructional Television System

Archdiocese of Los Angeles

17720 Ventura Blvd.

Encino, California 91316
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Archdiocese of Miami

Although Miami is one of the smallest of

the ITFS stations owned and operated by a Roman Cath-

olic Diocese, it was one of the first to apply to the

Federal Communications Commission for a license.

Application was made in December of 1964. The two

channel system is termed a "play-back" facility in

that there are no production facilities or staff

available.

Initial capital expenditure by the Arch-

diocese for the implementation of the ITFS system was

$450,000. The present staff consisting of one full

time administrator and five part time workers requires

an operating budget of $80,000. The operating budget

is paid directly from the archdiocesan office.

Major sources of programming for the system

are acquired from Great Plains National Instructional

Television Library, National Instructional Television,

Insight films and the Lutheran Church of America.

These programs provide instruction in whole or part

to some 31,000 elementary and high school students

at 55 receiving locations. The total amount of on air

time per week is sixty-five hours. Most of the high

schools within the television system house their own

video tape recorders and are capable of recording

diocesan programs for replay at their own convenience.
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The types of programming available to the

schools via the ITFS system include supplementary,

direct teaching, enrichment, in-service teacher educa-

tion, film distribution and religious training out-

side regular class hours.

This archdiocese implemented an ITFS system

because it considered a multi-channel television facil-

ity to be of great importance for instruction in the

schools. It was thought that ITFS was the most prac-

tical economically.

The specific educational objectives of the

system are:

1. To make high quality instructional ma-

terials available to the students.

2. To improve the quality of in-service

education for teachers and,

3. To provide master teachers and master

lessons in the specialized areas where

many classroom teachers need and appre-

ciate help.

Program evaluation is carried on via ques-

tionnaires and classroom visitation. The initial

engineering survey for the system was conducted by

RCA. The Archdiocese of Miami retains no legal

representative before the Federal Communications

Commission.

63



56

The mailing address is:

Instructional Television Canter

Archdiocese of Miami

A. 1. Du Pont Building

N.E. 2nd Avenue & First Street

Miami, Florida 33138
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oc

Th Pr:I4,10:7( f PiP 1H'c(.'s Dcp:Irtment

of Instructional Tclevirion v.-4_ on -110 air in So7tcm-

ber of 1968, only one ye :1r after it applied for per-

mission to broadcast from the Federal Communications

Commission. The entire capital expenditure on the

part of the diocese for construction of the television

facility was $1,250,0007 the annual operational budget

is $130,000 and this is shared both by the local par-

ishes receiving television services and the diocesan

office.

The television system provides instruction

for some 40,000 students at 107 receiving locations.

The studio transmits programs to schools over four

channels and schedules approximately 196 hours of

telecasts each week. The major portion of the receiv-

ing audience consists of elementary and junior high

school students. Senior high schools are, for the

most part, capable of video taping lessons transmitted

from the Department of Instructional Television.

The diocese itself produces between 10 per

cent and 25 per cent of its own telecasts. The

remaining sources of program acquisition originate at

national television libraries such as National In-

structional Television, and Great Plains National

Instructional Television Library. The types of
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lessons transmitted to the schools vary greatly.

They are: supplementary, direct teaching by televi-

sion, enrichment programs, in-service education for

tealhers, programs or orientation, religious training

outside regular classroom hours, panels and inter-

views in which students participate, and courses in

adult education. The major source of talent for

television productions on a local level is the teach-

ers from within the system.

In terms of program evaluation the Depart-

ment of Instructional Television depends upon both

surveys and person to person communication. A written

survey is taken in October of each year for statisti-

cal information. In addition, each Spring a survey

is taken to evaluate the program content from both the

student and teacher point of view. Person to p....;on

evaluation occurs at bi-monthly meetings of television

coordinators from each school and through meetings

with individual faculties throughout the school year.

Tne results of these surveys and meetings are published

at the close of the school year and are distributed

to each school in the system.

The television system in the Archdiocese of

Milwaukee is manned by a total staff of eighteen, nine

full time workers and nine part time. The total num-

ber of television receivers located in the schools is
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The reason given as to why the diocese

implemented an ITFS was as follows:

We believe that television is the most
powerful teaching tool the world has ever
known and as such should be utilized by the
Church in its teaching mission. The flexi-
bility of the television medium with its
ability to reach the far corners of the
diocese offers a whole new dimension to
Catholic education. The television system
brings quality lessons and programs to
children and adults.4

The educational objectives of the Depart-

ment of Instructional Television are:

1. To bring the finest educational mater-

ial to Catholics in the Archdiocese.

2. To provide religious education for

children in our Catholic schools and

through C.C.D. programs.

3. To enrich the Archdiocese through the

sharing of resources.

4. To provide Archdiocesan agencies with a

medium of communication, etc.

The original engineering study for the Mil-

waukee was conducted by Video Systems of Chi-

cago, Illinois. Legal representation before the

4 Very Rev. Msgr. Ralph R. Schmit, Director of ETV,
Archdiocese of Milwaukee, Questionnaire, October,
1971, 9.
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Federal Communications Commission is provided by

Wilner, Scheiner and Greeley of Washington, D. C.

The mailing address for the studio is:

Department of Instructional Television

:0.2666 West Beloit Road

New Berlin, Wisconsin 53151

ss
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Archdiocese of New York

The Archdiocese of New York operates the

largest diocesan ITFS system in the country. The

signals transmitted from the Communications Center in

Yonkers, New York, cover a radius of 4,000 square

miles. The archdiocese first applied to the Federal

Communications Commission for channel allocation in

January of 1965. Soon atter, in May of the same

year, the system transmitted its first educational

programs. The Instructional Television office is ad-

ministered by the Associate Superiwendent of Schools

who reports directly to the Superintendent of Schools,

Department of Education, Archdiocese of New York.

There is a total of 136,000 students in 270

schools receiving at least part of their instruction

over the three diocesan channels. Together these

channels provide approximately 150 hours per week of

instructional programming.

The Instructional Television Center employs

a full time staff of thirteen in addition to two part

time workers. The two studios located at the center

are responsible for about ten to twenty-five per cent

of the programming transmitted to the schools. The

remainder of the programs are rented from Great

Plains National Instructional Television and National

Instructional Television in addition to local sources
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such as New York State and other diocesan television

systems.

A number of the schools within the system

have the capability of taping programs transmitted

by the center for use at a later date. The initial

capital investment on the part of the Archdiocese was

$3,000,000. The annual operating costs of $300,000

are shared by individual users and the diocesan

office.

Telelessons broadcast from this center cover

a large area of television utilization and fall into

many categories. For example, lessons may be supple-

mentary to the classroom teacher and are used as

enrichment or direct teaching. No television courses

are used as total teaching situations. Other services

provided include: television for in-service teacher

education, testing, orientation, administrative

announcements, and panel programs in which students

participate.

The major sources of talent for local pro-

ductions stem from within the system in the form of

teachers and outside the system in terms of theolo-

gians that have expertise in a specific area on a

national level. If talent is selected by an agency

other than Instructional Television, the burden of

remuneration falls upon that agency. By and large
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talent selected by the television center serve on a

volunteer basis.

Programs are evaluated on an annual basis.

This evaluation is accomplished by questionnaires sent

out annually to obtain teacher comments and sugges-

tions. These comments and suggestions play an impor-

tant role in determining the program for the next

academic year. A similar ,type of evaluation is used

in conjunction with preview programs.

The archdiocese entered the area of educa-

tional television because it recognized the importance

of a central facility to the mission of the Church

in education for the whole community. The educational

objectives of the Instructional Television Center are:

1. To prepare programs with excellent

content.

2. To enrich the curriculum at the individ-

ual schools.

3. To educate in areas heretofore unavail-

able to the school system.

4. To experiment within the total teaching

concept. 5

The entire ITFS system of the archdiocese

5 Rev. Msgr. John J. Healy, Director, Instructional
Television, Archdiocese of New York, Questionnaire,
October, 1971, 9.
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was designed and installed by RCA. McKenna and Wilkin-

son of Washington, D. C. act as their legal represen-

tative before the Federal Communications Commission.

The mailing address is:

Instructional Television

Communications Center

Seminary Avenue

Yonkers, New York 10704
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Diocese of Rockville Centre

Although the Diocese of Rockville Centre was

one of the first to apply to the Federal Communications

Commission for permission to operate an ITFS facility

in July of 1964, it did not become operational until

February of 1969. The television facility at Rockville

Centre is one of the most elaborate of its kind within

the United States. The initial capital outlay for con-

struction was approximately $2,000,000 and the annual

operating expenses amount to $300,000. The operational

costs are shared between the parishes receiving the

television signals and direct subsidy from the diocese

itself.

This system has 85 receiving locations and

an audience of 65,000 elementary and high school stu-

dents. The studio transmits on all four of its chan-

nels during the entire school day. Because the bulk

of the audience is elementary school children, these

are serviced by three channels and the fourth is set

aside for exclusive high school use. Because of pro-

blems encountered with scheduling high schools on a

broadcast schedule, arrangements have been made so as

to enable high schools to video tape studio trans-

missions.

The nature of the programs run the gamut in

terms of televised instruction. They include supple-
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mentary lessons, direct teaching, enrichment programs,

in-service education for teachers, advanced placement

courses for high school students, administrative

announcements and religious training outside regular

classroom hours.

Twenty-two per cent of the programs trans-

mitted to the schools were produced at the diocesan

studios. The television center maintains a full time

staff of seventeen professionals and a part time staff

of seven college students. Major sources of televi-

sion talent or television teachers come from their

fields of expertise as well as people teaching within

the school system served itself.

Rockville Centre employs a rather elaborate

system of program evaluation. Each school within the

system has a teacher designated "building television

coordinator". The building coordinator's position is

to maintain a liaison with the television center.

Teachers evaluate television lessons on a per program

basis on a pre-printed evaluation form (see Appendix

p. 185). These forms are returned to the building co-

ordinator who in turn forwards them to the television

center on a monthly basis. These forms are then com-

puterized and the television center keeps a monthly

record of these evaluations. The programming for the
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following school year is determined by teacher evalu-

ation.

In addition to television services, the tele-

vision center also acts as a regional media resource

center for the schools within the system. Maintenance

of the television equipment within the schools is also

carried out by the center.

The major reasons for the diocese's imple-

menting ITFS are listed in order:

1. Teacher training in academic subjects.

2. To train personnel for religious educa-

tion.

3. To assist the information programs of

Catholic Charities.

4. To maintain a closed circuit network

for communication among the religious.

The educational objectives of the television

center in Rockville Centre are listed as follows:

1. To bring teachers and students materials

heretofore unavailable to them in a

normal classroom situation.

2. To bring the best talent possible to

the greatest number of students.

3. To increase the effectiveness of instruc-

tion where personnel are lacking, i.e.,

physical education, music and art.
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The original engineering study for the sys-

tem was prepared by Jules Cohen Associates in Washing-

ton, D. C. The legal representatives for the diocese

before the Federal Communications Commission is Wilner,

Scheiner and Greeley also located in Washington, D.C.

The mailing address is:

Diocesan Television Center

1345 Admiral Lane

Uniondale, N. Y. 11553
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Archdiocese of San Francisco

The Roman Catholic Archdiocese of San Fran-

cisco is one of the latest members to the organization

of diocesan television systems. It started trans -

mitting oper1Li,In in 'ebruary of 1969, seventeen months

after application for construction to the Federal Com-

munications Commission. The annual operating cost of

$226,000 is shared by local parishes and the diocesan

office. The capital juvestment of $500,000 for the

television facilities was incurred by the diocese

itself.

The Archdiocese of San Francisco's Educa-

tional Television Center schedules programs of four

channels totaling approximately 130 hours per week.

These programs are received at 64 schools with a total

population of 20,000 students. As in the other dio-

ceses, the bulk of the programs are directed at a

school population primarily composed of children in

grades one through eight. The high schools located

within the system are capable of video taping programs

broadcast by the Educational Television Center.

Up until September of 1971, ten per cent of

the programming at San Francisco had been locally

produced. Sinc,4. facility has halted all

local productions. The major sources of programming

for the system are now acquired from national libraries
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such as Great Plains National Television Library and

National Instructional Television. Other dioceses

and film companies provide additional programming.

The nature of the programs being carried by the sys-

tem varies and includes the following: supplementary

lessons, direct teaching, enrichment programs, in-

service teacher education, film distribution, orienta-

tion, oft-campus college courses and religious train-

ing outside regular classroom hours.

The Educational Television Center at San

Francisco employs two types of evaluation in relation

to their television programming. Subjective evalua-

tion is carried on by means of a questionnaire distrib-

uted to classroom teacherS and returned by a building

T.V. Coordinator to the television studio. Objective

evaluation is conducted by commercial companies and

doctoral students who pretest and post test students

in conjunction with a particular television series.

This type of evaluation is conducted on a limited

basis because of budget and staff limitations. The

television center's staff consists of ten people,

nine full time and one part time.

The reason for and the educational objec-

tives of the Archdiocese of San Francisco turning to

ITFS are stated as follows:

1. To use the educational medium of tele-



71

vision to further the teaching of the

Church especially in Catholic schools

and religious education programs to all

members of the community.

2. To bring the experts in various fields

to the largest audience possible.

3. To provide a very economical means of

communication, i.e., ITFS.

4. To insure the flexibility of ITFS in

relation to other media is greatly

desireable as educators.

5. To expand the communication potential

of other diocesan agencies such as Cath-

olic Charities.

6. To bring educational innovation into

our schools.

The original englneering survey for the sys-

tem was conducted by Hammett and Edison in San Fran-

cisco. Legal representation before the Federal Com-

munications Commission is provided by Wilner,

Scheiner and Greeley of Washington, D. C.

The mailing address is:

Educational 'Television Center of the

Archdiocese of San F' :ancisco

324 Middlefield Road

Menlo Park, California 94205



CHAPTER V

POTENTIAL AREAS OF INTERDIOCESAN COOPERATION

Although there are wide differences in terms

of goals and operations at various commercial and edu-

cational television stations, there are certain areas

that must, of necessity, exist in order for the tele-

vision installation to function. The complex task of

operating a television facility necessitates highly

skilled personnel working toward the same end with a

high degree of coordination. Many of the job descrip-

tiona at television stations are similar but at times

the job title is different. The job titles and job

descriptions listed below indicate some of the confu-

sion in current terminology in administration.

Administration

The Television Coordinator

Whatever the organizational arranger .nt, the

person chosen to assume leadership resransihility in

television should begin his work as soon as possible

after the dec..sion has been made to use television for

instructional purposes. The instructional TV consul-

SO
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tant may very well remain on the staff as the TV coor-

dinator. His role would be to establish a close work-

ing relationship with principals and curriculum per-

sonnel, to be responsible for TV staff development and

supervision, to work with outside consultants, and to

participate in decision making during the planning and

initial stages of engineering, construction, and staff

and faculty preparation. His central responsibility

is to encourage, plan, and conduct in-service educa-

tion for classroom use of television.'

Project director:

Ideally, the adminisfrative head of ETV

should be experienced both i:- television production

and administrations, teaching, and possibly in educa-

tional administration as well. The combination is

rare; it usually becomes necessary to look for some

approximation to the desired set of competencies.2

When instructional television is offered

through an entire school district, the project direc-

tor has, roughly, the responsibility and authority of

an Assistant Superintendent of Schools. He is involved

1. Bernarr Cooper, ITFS-What It Is...How to Plan, Wash-
ington, D.C.: Division of Educational Technology NEA,
1967, 24.

2. James W. Brown, and Kenneth Norberg, Administering,
Educational Media, New York: Me.;raw-Hill, 1965, 225.
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in the selection of the staff for the installation and

the development of the various television curricula

and overall policy. lie is in charge of administer-

ing the budget of the station, for testing its results

and for its efficient oper,tion. Ultimate responsi-

bility for its success or failure rests upon his shoul-

ders. Among other things, he represents the main link

between the television installation and the adminis-

tration of the institution itself. 3

Station Manager:

From an administrative standpoint, the sta-

tion manager should be able to direct a variety of

operations involving a specialized staff and groups of

varying sizes and skills. He should be capable of

planning creative and imaginative programs in his work

with both professional and non-professional personnel.

He should be well-versed in matters pertaining to the

administration of a sizable '..-iudget.

A most important attribute is the ability to

select competent persons to supplement his own talents

and to permit a logical division of responsibilities.

Although the total qual ficatio. ; cited are demanding

because of the complex )..)i ivot ed, they are little

3 Lawrence F. Costello and George N. Gordon, Teach
With Television, New York: Hastings hounc:, 1961, 89,
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different in most respects from those required of most
top-rated administrators.4

For the purposes of this study, the term
ch:ef-administrator is used in place of Television

Coordinator, Project Director and St:,tion Manager.

The p:imary concern of this project is the coordina-
tion of admini!itration at the nine diocesan ITFS sta-
tions. In order to understand 4-,his coordination in
greater depth, two secondary areas

product _o; and engineering will .Five to be con6idered.
This, because one of the primary roles played by the
chief-administrator is the coordination of these two
areas.

r concern, namely,

Again the literature in the field indicates
similar job descriptions and varying job titles.

Production

The programming staff is responsible for
production and procurement of instructional materials
for televised presentation as determined by the curric-
ulum supervisors, the TV coordinator, and the faculty. 5

Production Manager. Converts pro9t-am ideas
and formats into broadcast performances; supervises

4 Philip L. Lewis, Ed.D., Educational Television Guide-book, New York: McGraw-Hill Book Company.161.161.

5 Cooper, IT It Is...How to Plan, OD. Cit., 24,
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production and devises methods of obtaining the best
results. He is responsible for the over-all func-
tion and performance of the directinn staff, floor

director, designer, and stuaio and lighting supervi-
sors.

6

For the purpose of this study, the individ-
ual responsible for the coordination of all areas of

program acquisition is designated "program director".
The broad area in which the above individual works
will be designated production. In all instances the

program director is directly responsible to the chief-

administrator.

Engineering.

The third, and for the purpose of this study,
the final broad area of concern is engineering. The
individual responsible for the engineering aspect of
the station is designated "chief-engineer".

Chief Engineer. Plans and designs facili-
ties and equipment installations for current and future
operations of the station; supervises maintenance of
equipment and maintains contact with FCC representa-
tives; supervises activities of technical peLsonnel.7

An ITFS technical staff is concerned with

6 Lewis, Educational Television Guidebook, op. cit.,161.

7 Ibid., 162.
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three basic areas: th -:! studio, the transmitter, and

the receiving schools.

The studio engineer is resoonsible for the

operation and maintenance of all studio TV equipment.

He works closely with the production personnel in the

actual televising of lessons, whether live, tape, or

film. He is in charge of the technical supervision

and training of trio cameramen, audio operators, and

other members of the operating crew.

In some larger systems, the members of this

operating crew may be paid staff specialists. In

most systems, high school or college students or para-

professionals can be trained for these duties.

The transmitter operator should be a skilled

technician, whose chief responsibilities are confined

4j the operation, maintenance, and periodic adjust-

ment of the transmitters. Many systems combine this

job with that of the studio engineer. FCC rules state

that the transmitter operator may have other duties,

so long as they do not interfere with his chief respon-

sibility--the proper operation of the transmitter.8

Engineer: Specific qualifications for an

ETV engineer depend to some extent upon the size and

character of the operation. If only one man is to be

8 Cooper, 22. cit., 25.
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hired, it is important to find someone who is capable

of installation and design as well as operations and

maintenance, and to pay the salary ntIcessary to hire

and hold a man with those qualifications.
9

The Need for Coufration

It is within these three major areas (admin-

istration, production and engineering) that the inves-

tigator attempted to identify specific areas of poten-

tial coordination for the ITFS stations owned and

operated by the Roman Catholic Church in the United

States.

In a questionnaire 10 distributed to the

chief administrators of the Roman Catholic ITFS sta-

tions, they unanimously agreed that more cooperation

between diocesan owned television systems was not only

desirable but necessary. Then questioned as to what

specific areas they would like to cooperate in they

replied as follows:

100% - would like to share and jointly pro-
duce programs with the peculiar needs
to their systems.

78% - felt that joint purchase of equip-
ment and joint rental of materials
from other systems so as to reduce
cost was desirable.

33% - felt that sharing technical evalua-
tion would be beneficial.

9 Brown, Administering Educational Media,
225.

10 Questionnaire - Survey #22.
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11% - felt that sharing organization meth-
ods, engineering information, sched-
uling problems and program yvnlua-
tions would be beneficia1.11

The concern for program production and

shared use of such programs is not unique to the Roman

Catholic dioceses. Many public television stations

and program producers recognize the same need. John

A. Montgomery, in an article on cooperative production,

indicates the following favorable factors of a cooper-

ative effort.

1. More adequate funding is available with-
out any one agency paying exorbitantly.

2. This allows for a respectably high qual-
ity production effort.

3. Curriculum validity can be enhanced
throuGh involvement of more widely rec-
ognized specialists plus the diversity
of more locally-oriented viewpoints.

4. Use rights with reasonable longevity are
possible, allowing for redirection of
the local production efforts.

5. A broader-based evaluation effort is
possible.12

In an attempt to identify potential areas

of coordination across the main aforementioned cate-

gories of administration, production and engineering,

the investigator by questionnaire requested each of

the chief administrators of the diocesan systems to

11 Ibid., #29.

12 John A. Montgomery, "Cooperative Production--Prom-
ising If...," Educational/Instructional Broadcasting,
Vol. 3, No. 12, December, 1970, 29.
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list in as much detail as possible the job responsi-

bilities of the chief administrator, the head of pro-

gramming and the chief engineer.13

Once these listings were returned to the

investigator, a master list of all job functions

listed was compiled. A sample of this master check-

list and directions for completing it may be found in

the Appendix on p.

Any item receiving six or more designations

in a particular area was deemed to be a potential

area of coordination. The following pages illustrate

a summary of the responses received.

Areas Identified as Lending Themselves to Coordination

Based upon the responses received the follow-

ing areas meet the criteria of lending themselves to

coordination.

In the area of administration:

Fund raising, hiring of personnel, planning

the budget, approving purchases, acting as liaison

with schools, establishing priorities for the televi-

sion center, selecting programs for broadcasting,

determines policy for the center, oversees the areas

13 Questionnaire, Survey #30.
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of research and development, determines priorities for

programming, acts as liaison with community, oversees

publicity in terms of the television center, coordi-

nates and evaluates center personnel, works with util-

ization coordination, reports to the Superintendent

of. Schools, works with other centers, responsibility

for accounting and billing and oversees teacher work-

shops in terms of television.

In the area of production:

Involvement in the actual production of pro-

grams, responsible for graphic and set construction,

works with television teachers, determines production

techniques, and schedules studio time.

In the area of engineering:

Maintenance of studio machinery, maintenance

of school equipment, and responsible for building and

plant maintenance.
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Generalized Job Descri tion Based Upon

Common Job Responsibilities at the

Diocesan Television Centers

The Chief Administrator

The chief administrator is responsible fir

the overall operation of the television facility.

The administrator should be knowledgeable in both tele-

vision production and administration and have experi-

ence in teaching and educational administration. The

administrator should have the responsibility and

authority of an Assistant Superintendent, of Schools.

In addition, the administrator is responsible for the

studio liaison with schools, other television stations

and the community. He is responsible for all personnel

administration, funding, budget and research and devel-

opment so as to make decisions in terms of priorities

for the television center in all its aspects of opera-

tion.

The Pro^ram Director

The program director is directly responsible

to the chief administrator for all phases of program

planning and program execution. He has the responsi-

bility of working with television teachers and sched-

uling studio time for produccion. In order to accom-

plish the above he must coordinate all areas of pro-

92
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duction such as scripting, graphic materials and set

design. He ultimately determines the techniques to

be used in producing the final television product.

The Chief Engineer

The chief engineer is directly responsible

to the chief administrator. His prime areas of

resp(asibility include the ,maintenance of stud:.o

transmitters and equipment. He is responsible for

television equipment at the schools and oversees its

maintenance. In addition, he is accountable for

building and plant maintenance.

33



CHAPTER VI

THE PROPOSED AGENCY IN A NA','IONAL SChEME

This chapter provides a general background

and perspective to the organization and management

practices of the United States Catholic Conference

(USCG) and Instructional Television Associates(ITA).

It sketches the origin and development of two national

Roman Catholic agencies that are actively involved in

education and television. Following is a history of

those organizations.

The National Conference of Catholic Bishops

The National Catholic War Council(NCWC)

When the United States entered World War I

in 1917, Cardinal Gibbons pledged the cooperation of

the Church in r,eeting the needs of the men pressed

into service. The pledge was followed by the organiza-

tion of the National Catholic War Council which enabled

the Church to put thousands of people and millions of

dollars into caring for the religious and recreational

welfare of the men of the Armed Forces.

Paradoxically, the success of the War Coun-

cil served to convince the American bishops that a

94
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united effort could accomplish far more for the cause

of peace. While it had not been planned as such, the

National Catholic War Council had become a proving

ground for the National Catholic Welfare Council.

The National Catholic Welfare Council (NCWC)

Pope Benedict XV provided the needed stimu-

lus to the bishops' conviction. In a letter addressed

to the American hierarchy in 1919, on the occasion of

the fiftieth anniversary of Cardinal Gibbons, the Pope

recommended that the bishops join him in working for

the cause of peace and social justice. The American

bishops responded by resolving 4.o meet annually and

to establish continuing committees to foster Christian

principles, particularly in the fields of education

ind social action.

They took their first step at a meeting on

September 24, 1919. The assembled bishops passed the

following resoltions:

1. That an organization be formed or the

hierarchs to be known as tht National

Catholic Welfare Council and its duties

and powers to be indicated by those

present. 1

1 Collegiality and Service, NCCB, USCC, Washington,
D. C., 1971, 2.
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2. That an Administrative Committee com-

posed of seven meiabers of the Hierarchy

be elected by the National Catholic

Welfare Council to transact all business

between meetings and to carry ovt the

wishes of the National Catholic Welfare

Council as expressed in the annual

sessions. 2

The plan proposed by the bishops called for

the entire hierarchy to comprise the National Catholic

Welfare Council. The purpose of the organization was

to be the defense and welfare of the Church in the

United States.

The establishmenL. of the NCWC, whose stat-

utes as an episcopal conference were approved by the

Holy See in 1922, represented an innovation in the

traditional organizational structure of the Church.

Traditional structure had provided for groupings of

dioceses into regional groups known as provinces,

approval of organizations of bishops along national

lines marked a new development within the organiza-

tional structure of the Roman Catholic Church. The

NCWC, however, possessed no judicial authority in

Church governance. It was strictly a voluntary organ-

2 Ibid., 2.

26



ization comprised of all bishops of the United States

freely associating in charitable, educational, social,

and civic endeavors.3

The NCWC had an impressive record of accom-

plishment over its forty-four year history. "From

the small staff and modest budget of $145,000 witL

which it began in 1922, it increased to a staff of

over 350 and total expenditures of over $7.5 million

in 1966."4

The United States Catholic Conference (USCC)

The Second Vatican -ouncil, meeting from

1962 to 1965 encouraged the establishment of national

episcopal conferences throughout the Church on a

worldwide basis. The Decree defined an episcopal

conference as:

A kind of council in which the bishops
of a given nation or territory jointly exer-
cise their pastoral office by way of oro-
moting that greater good which the Church
offers mankind, especially through forms and
programs of the apostolate which are fitt2ng-
ly adapted to the circumstances of the age,-

3 Booz, Allen and Hamilton Inc., Management Consul-
tants, Study of Organization and Management, Vol. I,
"Overall Organization and Management," USCC, Washing-
ton, D. C., June 1968, 2.

4 Ibid., 2.

5 "Conciliar Decree on the Bishops' Pastoral Office
in the Church," Documents of Vatican II, New York:
America Press, 1966, translation editor, Very Rev.
Msgr. Joseph Gallagher, 425.



Following promulgation of Vatican II's De-

cree in relation to the Bishops' Pastoral Office, the

bishops of the United States undertook a review of

the structure of NCWC. In November of 1966 the name

of the conference was changed in order to reflect more

accurately the intent of Vatican

The National Conference of Catholic Bishops

(NCCB) was the name selected to identify the episco-

pal conference of the hierarchy of the United States.

The NCCB was not incorporated as a civil entity. The

civil entity representing the bishops had been the

NCWC, Inc. This name was changed to the United States

Catholic Conference(USCC). Its articles of incorpor-

ation describe its purpose to be:

To unify, coordinate, encourage, promote
and carry on all Catholic activities in the
United States; to organize and conduct reli-
gious, charita.le and social welfare work
at home and abroad; tc aid in education; to
care for immigrants, and generally to enter
into and promote education, publication and
direction to the objects of its being.6

The membership of NCCB and USCC is identical.

The USCC, however, as a civil entity does not have

authority of an ecclesiastical character. This power

is reserved to the NCCB. Funding for the US.7C depends

upon the collctive contributions from the bishops,

6 Collegiality and Service, op. cit., 19.
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religious communities, Catholic organizations and

individuals.

The Organization of USCC

In order for any organization to function

effectively it must have a purpose and defined objec-

tives. Realizing this, the NCCB contracted the Man-

agement Consultant firm of Booz, Allen and Hamilton

of Washington, D.C., to conduct a professional study

of the philosophy, objectives, and goals of th USCC.

The role, purpose, and basic objectives of the organ-

ization are as follows.

The role and purpose of the United States

Catholic Conference (USCC) is to assist the bishops in

their service to the Church in the United States by

uniting the people of God where voluntary collective

action on a broad interdiocesan level is needed. The

USCC provides an organizational structure and re-

sources needed to ensure well-designed and effective

coordination, cooperation, and assistance in the pub-

lic, educational, and social concerns of the Church

at the national, regional, state, interdiocesan, and,

as appropriate, diocesan levels.

Basic Objectives:

Under the canonical authority of the NCCB,

the USCC can fulfill its stated role and purpose by
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pursuit of the following basic objectives.

1. Provide appropriate staff resources,

supporting services, and facilities at

the national level to ensure well-

designed and effective coordination,

cooperation, and assistance in support

of the Church.

2. Provide technical assistance in program

planning, implementation, and evaluation

to regional, state, diocesan, and local

Catholic organizations.

3. Assure effective representation of

Church interests to governmental bodies

and to other religious and secular organ-

izations.

4. Sponsor, carry out, and stimulate re-

search which will enable the Church to

exercise leadership in matters of public

policy and social concern.

5. Provide a clearinghouse of information

concerning the activities of government

as they affect the interests of the

Church locally and nationally.

6. Disseminate information to Catholics

and the general public concerning the

national and international activities of

1C0
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the Church and matters of interest to it.

7. Poster communications, cooperation, and

coordination in program planning and

execution among dioceses and associations

of Catholics that have related program

objectives in public, educational and

social fields.

8. Provide and encourage the development

of structures for consultation and ac-

tion in public, educational, and social

affairs among bishops, priests, religious

and laity.

9. Foster concern and action to meet the

spiritual, social and economic needs of

migrating and developing peoples at home

and overseas.

10. Foster coordination and exchange of in-

formation among overseas Catholic mis-

sionary and relief activities and assist

in meeting the spiritual, social, and

economic needs of international visitors

and permanent migrants to the United

States.

11. Cooperate with other religious and secu-

lar organizations in common purposes in
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public, educational, and social fields.?

In order to carry out the objectives of the

organization, the United States Catholic Conference

established five major divisions. Each department

head is responsible to the General Secretary who in

turn reports to the Episcopal Board. The purpose and

objectives of each department are listed in some

detail below.

Department of Education

In order to ensure collaboration, planning

and a unified approach to defining and preserving the

role of Catholic education in today's society, includ-

ing religious education at all levels, the Department

of Education will:

1. Serve as a clearinghouse for information

on developments in government which af-

fect Catholic-sponsored education.

2. Provide assistance to diocesan superin-

tendents of schools, school boards, and

administrators of Church schools in

planning, financing, administering, and

evaluating school systems in the community,

metropolitan, regional, and national

environment.

7 Booz, Allen, op. cit., Exhibit #1.
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3. Provide leadership in the cooperative

planning of short-and long-range poli-

cies, and programs in areas where govern-

ment policy affects Catholic education.

4. Foster national, state, and diocesan

coordination and integration of programs

within the Church concerned with Chris-

tian formation, such as religious educa-

tion of students in and outside of Cath-

olic sponsored schools, youth activities,

and adult education. 8

Communications

In order to facilitate communications among

Catholic organizations, using media and technology for

dissemination of Church activities to Catholics and

non-Catholics, the Department of Communications will:

1. Disseminate and interpret to the mass

media information about the work of the

NCCB and the USCC, and their respective

objectives, programs, and activities

through preparation and production of

programs and news and feature materials.

2. Counsel and assist the non-Catholic

press, radio, and television services

8 Ibid., 97.

1 (43
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in the preparation of news releases,

programs, and documentation covering

Church life, affairs, and history.

3. Provide news coverage and public rela-

tions services for specific activities

of importance, such as meetings of bish-

ops and papal visits.

4. Investigate the applicability of new

communications technology and equipment

to the needs of the Church in adminis-

tration, education, and public informa-

tion.

5. Support Catholic news cervices by pro-

viding general news coverage of interna-

tional Church affairs and transmitting

Vatican news releases.

6. Provide assistance to encourage coordi-

nation of the work of parish, diocesan,

state, and regional personnel in public

communications.

7. Translate, publish, and make available

significant materials having a limited

market, such as Vatican documents.

8. Maintain liaison with, and provide as-

sistance to voluntary national organiza-
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tions of Catholics in the communications

industry.
9

Health Affairs

To further the apostolate of ministering to

the health needs of individuals, the Department of

:lealth Affairs will:

1. Promote cooperation and planning among

Catholic health care institutions and

organizations to provide more effective

health care and efficient use of re-

sources.

2. Work closely with government and

national organizations concerned with

health care in developing and implement-

ing national programs for the support

and financing of health care at the re-

gional, state and local levels.

3. Provide counsel and assistance to dioce-

san groups engaged in planning and deliv-

ering health care services.

4. Serve as a clearinghouse for the exchange

of information on national, regional,

state, and local developments in the

health care field.1°

9 Booz, Allen, 43.
10 Ibid., 50.
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International Affairs

In order to (a) express concern for the so-

cial ani economic development of peoples overseas

(b) expand the outreach of the Church overseas in mis-

sionary and relief endeavors, and (c) minister to the

needs of foreign visitors, travelers, and migrants,

the Department of International Affairs will:

1. Utilize communications to promote aware-

ness of, concern for, and acti:n toward

world justice and peace.

2. Encourage formation of, and participa-

tion in conferences and organizations

concerned with international development

and with the care of refugees, orphans,

and migrants.

3. Sponsor services which provide for the

social and spiritual well-being of inter-

national visitors, travelers, and immi-

grants to the United States.

4. Establish and sponsor mechanisms for ex-

change of information among, and coordi-

nation of the activities of Catholic mis-

sionary-sending societies and overseas

relief agencies.

5. Assist the American hierarchy in devel-

oping and supporting international

106
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Catholic conferences for discussion and

common action in areas of need which

transcend national boundaries. 11

Social Development

In order to further the mission of the

Church in its concern for the spiritual, economic, and

social needs of the poor and needy at home, the Depart-

ment of Social Development will:

1. Utilize communications to promote aware-

ness of, concern for, and action toward

domestic, economic and social justice.

2. Encourage formation of, and participa-

tion in conferences and organizations

concerned with domestic problems.

- Poverty
- Race Relations
- Labor-management relations
- Rural life and migrant labor
- Spanish-speaking peoples

3. Promote coordination of catholic-spon-

sored social services at the national,

regional, state, and diocesan level to

meet the spiritual, social, and economic

needs of individuals.

4. Provide information and program assis-

tance to diocesan, religious, and commu-

11 Booz, Allen, 55.
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nity personnel working in the fields of

social development.

5. Foster coordinated approaches among

Catholic organizations and agencies in

representations to government in social

welfare matters.12

In order to carry out those relatively broad

objectives each of the departments within the USCC con-

tains several divisions. They are as follows:

Department of Education

- Division for Adult Education
- Division of Elementary and Secondary Education
- Division of Higher Education
- Division of Religious Education
- Division Jf Youth Activities

Department of Communications

- National Catholic News Service
- National Catholic Office for Information
- National Catholic Motion Pictures
- National Catholic Radio and Television

Department of Health Affairs

- Division of Chaplain Services
- Government Relations and P7:ograms

Department of International Affairs

- Division for Latin America
- Division of Migration and Refugee Services
- Division for United Nations Affairs
- Division of World Justice and Peace

12 Booz, Allen, 59.
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Department of Social Development

- Division for Family Life
- Division for Rural Life
- Division for the Spanish-speaking
- Division for Urban Life

Because the primary concern of this study is

education and television, the only departments that re-

quire greater, detailed analysis will be the Department

of Education and the Department of Communications of

the United States Catholic Conference(USCC)

Department of Education(USCC)

The basic goal of the Department of Education

is to assist the Bishops of the United States to dis-

charge their pastoral responsibilities for Christian

education. In coordinating the five education offices

of the USCC, the Department of Education provides lead-

ership and service to dioceses in developing a well-

rounded educational program for all the people of God.13

The five divisions within the Department of

Education(USCC) are coordinated by the Office of the

Director, Department of Education. Thus, the primary

concern of the Education Department is the education of

all Roman Catholics in the United States. The objec-

tives of this department are not only aimed at elemen-

tary and secondary schools but at all age groups from

13 Collegiality and Service, op. cit., 24.
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pre-schoolers through adults. The emphasis, of course,

is specifically religious education.

The essential mission of the Office of the

Director states that the basic objectives to be

achieved ire as follows:

1. To provide staff assistance to the de-

partmental committee and actively parti-

cipate in meetings and the work of the

committee.

2. To coordinate all of the divisions of

the Department of Education, Each of

these divisions in turn (except for the

Division of Research and Development in

Religious Education which is a staff

office) provides leadership, service and

coordination to diocesan counterparts.

3. To provide leadership and service to

dioceses in coordinating their educa-

tional programs including Catholic

schools, parent and family education,

religious education of students attend-

ing public grade and high schools, youth

activities, the campus ministry and
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adult education. 14

The program objectives of the Director of

Education specifically in terms of thy, department's

relation to individual dioceses are as follows:

Leadership and service to dioceses in coor-

dinating their educational programs.

1. Plan regular meetings with diocesan

directors (superintendents, secretaries)

of education - those who have the re-

sponsibility of coordinating all educa-

tional programs in a diocese.

2. Provide a means of exchanging ideas and

experience among the diocesan directors

of education and diocesan hoards of

education.

3. Conduct research, write articles and

accept speaking engagements on the total

tea:hing mission of the Church and

related topics.

4. Explore diocesan need for national coor-

dination of educational media utiliza-

tion, especially television. (Report

finished in June, 1971.)15

14 "Department of Education Mission, Objectives and
Programs," (Abridged 1971 Proposals) , Comillittee on
Research, Plans and Programs, Reference Material:
June 17, 1971 Mt:,!ting, 1.

15 Ibid., 2-3.
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Department of Communications (USCC)

In its statement of program objectives the

United States Catholic Conference states the overall

objective of the Department of Communications as an

agency "to facilitate communications among Catholic

organizations and activities and to employ communica-

tions media and technology effectively for dissemina-

tion of Church activities to Catholics and non-Catho-

lies.
"16

This point is reiterated in the USCC pamph-

let Collegiality and Service. Communications has a

unique role among the five USCC departments because

its work is interconnected with that of all the other

departments and divisions. The Communications Depart-

ment has the mandate to enable the NCCB and the USCC

to utilize the communications media as effectively

as possible in reflecting their varied activities to

the modern world.

The Communications Department is striving

increasingly to formulate a program which supports the

work of each USCC department in its individual activ-

ities, as well as to be a service agency and a key

contact point for the other departments and their

divisions.

16 Booz, Allen, op. cit.°, Exhibit #2, 1.
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The Department also makes available, through

the annual National Institute for Religious Communica-

tions at Loyola University in New Orleans, intensive

training in all forms of the media to men and women

who have been designated by their bishops or religious

superiors to hold communications positions throughout

the country. It hopes in this way to provide the

Church with Lrgently needed communications specialists

who will expand communications networks at regional,

diocesan, and local levels.17

The role of the Department of Communications

is more concerned with information dissemination to

the public and cuts across the five departments of the

USCC. The department itself is more concerned with

education in a general sense whereas the Department of

Education is oriented toward traLitional education

especially religious education and Catholic school

education. The term "media" as mentioned in the de-

partmental objectives lends itself to mass media.

This point is emphasized in the very structure of the

divisions within the department itself. Two divisions

are priraarily concerned with the press (National Cath-

olic News Service and National Catholic Office for

Information) one with motion pictures(National Catho-

17 collailllyaacLEEKLIt, op. cit., 21.
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lic Office for Motion Pictures) and one with radio

and television (National Catholic Office for Radio

and Television).

Instructional Television Associates (ITA)

On August 23, 1966, in Dade County, Florida,

tt4e chief-administrators of the then existing ITFS

stations owned and operated by the Roman Catholic Dio-

ceses within the United States held a meeting. The

purpose of the gathering was to form a Membership

Corporation to be designated Instructional Television

Associates, Inc. The dioceses represented were: Dio-

cese of Brooklyn, Archdiocese of New York, Archdiocese

of Miami, and the Diocese of Detroi'-.

As stated in the Certificate of Incorpora-

tion, the purposes for which the corporation was form-

ed are listed as follows:

1. To encourage the establishment and devel-

opment of the use of Educational Tele-

vision and the Instructional Television

Fixed Service in Catholic school systems,

as well as in public and other private

schools.

2. To coordinate the activities of Catholic

Schools throughout the United States

relating to the use of the Instructional

Television Fixed Service.

11.4
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3. To advise and counsel interested educa-

tional institutions in the planning of

and preparation for usage of the Instruc-

tional Television Fixed Service, and to

collate and disseminate information, pro-

grams, visual aids and any other material

useful to educational institutions which

are engaged in the use of the Instruction-

al Television Fixed Service, or which

plan to engage in its use.

4. To establish and develop centralized tel-

evision film and videotape libraries

which will furnish to members programming

material of a high caliber.

5. To establish and develop production cen-

ters which will produce instructional

programming peculiarly attuned to the

needs of Catholic primary and secondary

schools, as well as to make similar pro-

gramming available for other public and

private school systems.

6. To engage in any and all lawful activi-

ties incidental to the foregoing pur-

poses, except as restricted herein.18

18 Instructional Television Associates, Incorporation
notice (Typewritten), August 1966.
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The first meeting of the Instructional Tele-

vision Associates did not, however, take place until

April 9, 1969 in Detroit, Michigan. It was at this

meeting that the Archdiocese of Milwaukee accepted

membership on the Board of Directors.

The second meeting of ITA took place in New

York City on October 2, 1969. It was at this time

that two more members of the Board of Directors accept-

ed their positions. The new members represented the

Archdiocese of Boston and the Archdiocese of Los An-

geles. This brought the representation of seven dio-

ceses who were operating their own ITFS systems.

At the fourth meeting of ITA, held in Miami,

Florida, on January 7th and 8th, the member dioceses

started getting down to business in terms of working

out a cooperative effort in program acquisition.

It was at the fifth meeting of the young

corporation that it was brought up to its present

strength of nine members. The resolution to accept

the Diocese of Rockville Centre and the Archdiocese of

San Francisco to membership on the Board of Directors

passed unanimously. Both administrators accepted

membership. No new members have been added to the

Board of Directors since that time.

The ITA meets four times each year and has

made significant progress in a cooperative effort
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toward program acquisition. It has become apparent

to the Board of Directors that the task of coordina-

ting all of the aspects of their individual systems

is for the most part unmanageable with the present

structure. At present ITA does not maintain the per-

sonnel to bring the project to its initial objectives

as stated in the Certificate of Incorporation. The

problem faced by ITA is mostly financial because most

of its members see the benefits of coordinated

effort. 19

In their January 1971 meeting at Miami, the

chief administrators present at the session unanimous-

ly agreed that a project to coordinate their activities

was worthwhile and would be cost effective.

Coincidentally, Instructional Television

Associates was formed at the same time the United

States Catholic Conference was formed. The specific

difference is that ITA has as one of it major con-

cerns the coordination of Diocesan television systems.

Its Board of Directors reflects this intent, in that,

all of them are the chief-administrators of the dioce-

san systems.

The central theme and creative aspect of

this study presented in the following pages will

19 Questionnaire, "Need for the Study," January 8,
1971, ITA Meeting, Miami, Florida.

1 17
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enable the original documents of USCC and ITA to come

to fruition in relation to their basic objectives.

Because the rationale for this study is to

foster greater cooperation between existing Diocesan

ITFS systems, the yardstick for such cooperation is

primarily the goals and objectives of Instructional

Television Associates. In attempting to locate an

existing national Catholic organization that has simi-

lar goals and objectives, the investigator compared

the purposes of ITA as stated in its Certificate of

Incorporation with the purposes of the national agen-

cies as stated in their organizational documents.

It is anticipated that the controlling force

in the selection of a national office must be the

Board of Directors of ITA because at present they are

the professional educational broadcasters currently

operating their own stations.

The Proposed Agency

For the purposes of this study as expressed

in the preceding chapters, the investigator found that

the most natural link to increase interdincesan coop-

eration in regard to ITFS is that of Instructional Tel-

evision Associates and the Department of Education,

United States Catholic Conference.

The following is offered in support of this

conclusion.
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The primary purposes of ITA as stated in its

Certificate of Incorporation is:

1. To encourage the establishment and devel-
opment of the use of Educational Televi-
sion and the Instructional Television
Fixed Service in Catholic school systems,
as well as in public and other private
schools.20

2. To coordinate the activities of Catholic
schools throughout the United States
relating to the use of ITFS.2i

In the June 17, 1971 meeting of the Depart-

ment of Education, United States Catholic Conference

several of the program objectives of the Director of

Education were listed as follows:

1. Provide leadership and service to dio-

ceses in coordinating their educational

programs. 22

2. Provide a means of exc ,jing ideas and

experience among the diocesan directors

of education and diocesan boards of edu-

cation. 23

3. Explore diocesan need for national coordi-

20 Instructional Television Associates, Incorporation
notice (Typewritten), August, 1966.

21 Ibid.

22 "Department of Education Mission, Objectives and
Programs," June 17, 1971 Meeting, 1.

23 Ibid.
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nation of educational media utilization,

especially television.
24

In addition, the parent organization of the

Department of Education, the United States Catholic Con-

ference lists the following as one of its basic objec-

tives:

Foster communications, cooperation and coor-
dination in program planning and execution
among dioceses and associations of Catholics
that have related program objectivepin pub-
lic, educational and social fields.`5

24 Ibid.

25 Booz, Allen, op. cit., Exhibit 41.
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CHAPTER VII

THE ADAPTATION AND IMPLEMENTATION

OP THE PROPOSED i'6ENCY

The subject matter of this ch,ipter centers

on the problem of how to prepare an adminiscrative

design that will guide, rather than dictate, policy in

regard to instructional television at the diocesan

level from a national level. It is anticipated that

the design will provide for bett .1- communication be-

tween diocesan ITP., systems, exchange of local programs

and a loose confederation. The proposed design will

seek, in effect, to forge a link between the Department

of Education, United States Catholic Conference and

Instructional Television Associates without changing

the basic function of either agency.

In view of the fact that the task of this

chapter is to unite two existing social systems, the

investigator has drawn from the works of Charles P.

Loomis, F. Kenneth Berrien, Frank W. Lutz and Lawrence

Ianne .one.

General systems theory provides an organized
means for studying phenomena round in many
kinds of systems. A a doctrine of wholeness,

121
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it makes use of the concept of a system in
the seich for common properties among di-
verse kinds of complex systems.1

Berrien holds that "A system is a set of

components, interacting with each other, and a boundary

which selects both the kind and rate of flow of inputs

to and from the s,stem."
2

Loomis expresses the same

concept in a more succinct manner, "The social system

is composed of the patterned interaction of members."3

Based upon these definitions it is safe to

assume that the Instructional Television Associates is

a social system. In fact each member of ITA represFmts

a sub-system. As indicated in the previous chapters

there is interaction between ITA members. Because

these interactions for the most part "have a common

goal they are defined as bonds."4 In ore.er to preserve

the integrity of the sub-systems within ITA and at the

same time attempt to strengthen the common bonds as

1 Harry J. Hartley, Educational Planning-Programming-
Budgeting, A SiAtems822IEach, Englewood Cliffs, New
Jersey: Prentice-Hall Inc., 1968, 26.

2 F. Kenneth Berrien, General and Social Systems, New
Brunswick, New Jersey: Rutgers University Press, 1968,
32.

3 Charles P. Loomis, Social Systems: Essays on Their
Persistence and Change, Princeton, New Jersey: D. Van
Nostrand Company Inc., 1960, 4.

4 Ibid., 3.
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defined by Loomis, the investigator was concerned only

with those areas of interaction that create bonds.

"Regardless of their varied nature, all interaction

reveals certain uniformities." 5

As indicated in Chapter VI the goals and

objectives of both ITA and the Department of Education,

United States Catholic Conference, are quite similar.

In effect, a situation exists where there is a bond

but little, if any, interaction.

Those social relations between or among
actors who are intimate, affective and/oK
have a common goal are defined as bonds.'

The master social process of systemic link-

age lends itself to the problem at hand.

Systemic Linkage may be defined as the
process whereby one or more of the ele-
ments of at least two social systems is
articulated in such a manner that the
two systems in some ways and on some
occasions may be viewed as a single
unit.7

Loomis further adds, "Whole organizations

sometimes have the sole function of systemic linkage." 8

5 Ibid.

6 Loomis, O. cit., 3.

7 Ibid., 32.

8 Ibid., 33.
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Berrien helps to clarify the p)ssible role

of an organization whose entire function is that of a

systemic link. He(Berrien), however, prefers to use

the term "coupling of systems".

...the variability of system outputs may
be controlled by coupling the useful outputs
of one system to the needed inputs of an-
other. 9

In considering the structure of a new organ-

ization, especially when it will exist within a larger

structure, one cannot overlook the process of institu-

tionalization.

Institutionalization is the process through
which organizations are given structure and
social aqAon and interaction are made pre-
dictable.

William Henry Heath combined the concepts of

systemic linkage and institutionalization in his study

"An Analysis of Influence in the Establishment of a

Regional Education Center" and coined the term:

Institutional Systemic Link - an intermediate
social system formed by the alliance of two
or more systems. It acts as a liaison agent
between systr::ms, but does not assume an iden-
tity or position that is exclusively reflec-

9 Berrien, op. cit., 59.

10 Loomis, op. cit., 36.
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tive of ny one component system or type of
syst.:.m.11

For the purposes of this study the proposed

administrative design will function as an institutional

systemic link between the Department of Education,

United States Catholic Conference, and Instructional

Television Associates. The proposed design must lend

itself to interaction and at times interdependence when

functioning as a systemic link. The idea of reciproca-

tion within such a system is strongly stated by Berrien

in the following:

...given the essential probabilistic nature
of a system's processing, the outputs will
be limited not alone by the nature of its
components but also by the extent to which
its outputs serve to provide another sys-
tem with those constituents necessary for
the latter's maintenance, Erovided there is
reciprocation of maintenance inputs. With-
out reciprocation, first one and then the
other system must Osintegrate. Thus
coupling of systE...s is one way by which
structural organization may occur.12

Keeping in mind the aforementioned definition

of Institutional Systemic Link(ISL) and Berrien's

statement of reciprocity, the agency proposed in this

design must reflect both of the above qualities in

11 William Henry Heath, "An Analysis of Influence in
the Establishment of a Regional Education Center," un-
published dissertation, New York University, 1970, 2.

12 Berrien, op. cit., 59.

12
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order to be effective. Briefly, this agency cannot

assume the complete identity of those systems that it

is intended to link. In this way the link can main-

tain the autonomy of the sub-systems and supra-systems.

In order for the proposed agency to survive and grow

it must benefit both the social systems for which it

acts as liaison, namely, Instructional Television Asso-

ciates and the Department of Education, United States

Catholic Conference.

To avoid any conflict within the ISL, the

ISL must reflect the mutual objectives of each of the

involved social systems. Based upon the above me:1-

tioned specifications, it is recommended that the pro-

posed agency to coordinate the activities of both sys-

tems ba designated The Office of Executive Secretary

of Instructional Television Associates. In order to

simplify the following design, the term Executive

Secretary will suffice.

A graphic Lepresentation of the structure

of the Department of Education, USCC, Instructional

Television Associates and the proposed Office of

Executive Secretary follows:
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The concept of using the Office of Executive

Secretary as an institutional systemic link is not in

itself unique. Heath used the same concept in his

study, and a similar situation exists within the reli-

gious education sub-division of the USCC, Department

of Education.

In this study, it is recommended that the

Executive Secretary be employed by the Board of Direc-

tors of Instructional Television Associates with the

Department of Education, USCC providing office space

and budgetary allocations. At an interview conducted

with the Director of Education of the USCC Department

of Education on November 22, 1971, this suggestion was

quickly accepted. 13
In effect the Executive Secretary

will be responsible to two masters but his position

as an ISL necessitates such a role. Such a position,

however, does not place the Executive Secretary in

conflict because the goals of both ITA and USCC, Depart-

ment of Education are similar. In addition, there is

no possibility of boundary or territorial problems

because the roles of both organizations are clearly

defined in their charters.

13 "Interview," with H. Giles Schmid, Ph.D., Novem-
ber 22, 1971, Department of Education, USCC, 1312
Massachlisetts Avenue, Washington, D. C.
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Office of the Executive Secretary

In creating the Office of Executive Secre-

tary and its appropriate administrative structure and

mode of operation, the investigator drew largely from

the work of Harry J. Hartley and his text Educational

Planning :Programming-Budgeting(PPBS). 14 "From the

general-systems level, one may proceed to the more

specific techniques developed in areas ranging from

operations research in industry to program budgeting

in education." 15

PPBS riot only lends itself to the systems

approach employed in this chapter but to the entire

agency proposed by the investigator.

...but the purpose of economic analysis is
not to serve as a constraint. Rather it is
to provide a broad framework within which
the desired educational objectives can be
expressed and accomplished in the most rea-
sonable and efficient manner.16

The concept of systems analysis may be de-

fined as an orderly way of identifying and ordering

the differentiated components, relationships, pro-

cesses, and other properties of anything that may be

conceived as an integrative whole. It provides a

14 Hartley, PPBS, op. cit.

15 Ibid., 26.

16 Ibid., 13.
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basis for the intensive study of complex phenomena

that are in some way related within the defined boun-

daries of a unified system.17

Planning budgets in many present day educa-

tional institutions restrict or constrain the educa-

tional objectives to dollars. With PPBS the reverse

tends to be true.

Planning is not a process of speculating on
probable developments and preparing a theo-
retical blueprint for meeting needs. Rather
it is a process of attempting to determine
appropriate goals and objectives, obtaining
and analyzing pertinent information that
will bring into focus present and emergent
problems and needs, and obtaining agreement
on steps and procedures that are designed to
meet those needs so that objectives can be
attained."

Hartley stresses the point that PPBS is a

system based upon planning and organizing.

The potential danger referred to throughout
this text is that systems analysis should
be viewed, not in a narrow context, but in
a broad sense as a planning procedure for
relating curricular objectives to human
and material resources.19

17 A. D. Hall, and R. E. Fagen, "Definition of System,"
General Systems, Yearbook of the Society for General
Systems Research, Vol. 1, 1956, 18.

18 E. L. Morphet, and Charles Ryan (eds.), "Planning
and Effecting Needed Changes in Education," Designing
Education for the Future, New York: Citation Press,
1967, xiii.

19 Hartley, 50.
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No one, all inclusive systems theory exists in educa-

tion, but in relating the available systems research

to this context, the educational planner might take an

eclectic approach and maximize selected contributions

from many sources.2°

The above statements reflect the rationale

behind the planning of the Office of Executive Secre-

tary. "The systems approach simply provides a total

framework for formalizing many of the activities that

schools are presently conducting in less formal

terms.
"21.

The most important task that must be accom-

plished in this type of planning and budgeting system

is the creation of a program structure. "There is

fairly wide variation in approaches to this budgeting

process, and each planner is truly an architect of a

unique program design." 22

The Office of the Executive Secretary and PPBS

There are four major activities involved in

PPBS. They are: (1) planning, (2) programming,

(3) budgeting, and (4) systems procedures. Subsequent

pages in this chapter delve into these major activities

in some detail.

Planning; Step one involves planning. In a more

20 Ibid., 500
21 Ibid., 69.
22 Hartley, 96. 133
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specific sense, it is during this phase that opera-

tional objectives most be tal !r: into considerati ,,,

and a three year plan proposed based upon the objec-

tives.

Needs a) As determined in chapters four and five

of this study there are currently nine

dioceses within the United States that

operate their own ITFS television facili-

ties. There are one hundred eight dio-

ceses remaining in the United States that

have nr' diocesan orgarized Instructional

Television capability.

b) Chapter five of this study indicates that

although the nine ITFS dioceses have

formed a corporation, this corporation is

limited because of finances and manpower.

c) The Department of Education, United States

Catholic Conference, recognizes that the

fast growing field of ITFS could be pro-

fitably used by some fifty dioceses.23

d) That, because of a lack of facilities

and trained personnel the Department of

Education, USCC,has been unable to serve

all the non-ITFS dioceses with instruc-

23 H. Giles Schmid, Diocesan Learning Networks - Alter-
natives in Instructional Television, Washington, D.C.:
Publications Office USCC, 1971, 24. 134
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tional television material.

Exist inch Facilities

a) That seven of the nine diocesan ITFS

systems are capable of and have produced

television programs to meet the needs of

their particular audiences.

b) 'Plat due to advances in technology, it is

now possible to maintain a video tape

library on a national level. Prior to

1971 such a project would have proved

too expensive.

Operational Objectives

A statement of role and purpose is an inclu-

sive summary expression of reasons for the existence of

an organization and the environment in which it func-

tions. A statement of role and purpose serves as a

guideline for development and evaluation of basic and

program objectives which amplify fundamental goals and

prescribe relationships with the external and internal

environment.24

Role and Purpose of the Office of Executive Secretary

of Instructional Televisio, Associates

The role of the Office of Executive Secre-

24 Booz, Allen, 10.
135
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tary of Instructional Television Associates is to

form a liaison between Instructional Television Asso-

ciates and the Department of Education, United States

Catholic Conference. The Office of the Executive Sec-

retary should provide an organizational structure and

resources needed to ensure well-designed and ef'ective

coordination of the television resources of all in-

volved dioceses and the United Slates Catholic Confer-

ence. Its essential mission is to bring the combined

objectives of Instructional Television Associates and

USCC to fruition.

Basic Objectives

1. To coordinate the activities of Catholic

Schools throughout the United States

relating to the use of rrt's.25

2. To encourage the establishment aftd devel-

opment of the use of Educational Televi-

sion Fixed Service in Catholic school

systems.26

3. To establish and develop production cen-

ters which will produce instructional

programming peculiarly attuned to the

needs of Catholic primary and secondary

25 Instructional Television Associates, Incorporation
notice (Typewritten), August 1966, 1.

26 Ibid...
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schools, as well as to make similar pro-

gramming available to other public and

private school system3
27

4. To establish and develop centralized tel-

evision film and videotape libraries

which will furnish to members programming

material of a high caliber.28

5. To provide leadership and service to

dioceses in coordinating their educa-

tional programs specifically in the medi-

um of tel_evision.

6. To assist dioceses without Instructional

Television Fixed Service in utilizing

the materials produced by those dioceses

having such facilities.

7. To act as a liaison in the' acquisition and

dissemination of television programming

available outside ITA and USCC.

Establish a three-year plan to implement

the Basic Objectives. These objectives should be

listed according to priorities and a time table.

Programming: As described below and in more spe-

cific terms, this step within the PPI3S system allows

27 Ibid., 2.

28 Ibid.
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for program design and is derived from the basic ob-

jectives in terms of the three-year plan.

The first three objectives deal with the

basic intent of this work, namely, the greater cooper-

ation between dioceses having their own ITFS systems.

The last four objectives find their rationale in the

fact that they enable the nroposed Office of the Exec-

utive Secretary to grow and hopefully at some time to

be able to maintain itself.

1. To coordinate the activities of Catholic

Schools throughout the United States

relating to the use of Instructional Tel-

evision Fixed Service.

This is the primary objective of the proposed

Office of Executive Secretary and the basis of the ISL.

Without the attainment of this objective, the other

objectives can never materialize. As indicated in

Chapter V of this study the need exists and the poten-

tial areas of cooperation are apparent. The place for

the Office of the Executive Secretary within the over-

all structure of ITA and the Department of Education,

USCC was graphically illustrated on p. 121 of this

chapter.

The position of Executive Secretary is admin-

istrative with a knowleege of programming and engineer-

ing respectively required. The position of executive

138
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secretary must be filled by an educator with a back-

ground in administration and educational television.

The emphasis, however, will have to be placed upon an

individual's administrative ability. In the early

stages of Phase I, this position would require one

secretary. As the below-listed objectives are taken

into consideration, the size of the staff and the

areas of specialization will increase. The executive

secretary will be directly responsible to the Board of

Directors of ITA and will attend all ITA meetings and

make reports back to the board. In addition, the

executive secretary will report to and keep the Direc-

tor of Education, Department of Education, USCC up-to-

date and informed of any changes, positive or negative.

Of primary importance is that the executive secretary

keep in touch with each individual ITFS center that

belongs to ITA. His special interest in this area will

be to keep each ITA member abreast of production and

program policies at the other centers. Successful

administrative and engineering practices at one center

must be reported to all other centers. The executive

secretary should encourage standardized procedures when

they lend themselves to the individual centers. He

should maintain close contact and communications with

the Chairman of the Board of Instructional Television

Associates. Once this position is implemented the
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duties will be on-going.

2. To encourage the establishment and devel-

opment of the use of Educational Televi-

sion and Instructional Television Fixed

Service in Catholic school systems.

There are some fifty dioceses within the

United States that could profitably employ an ITFS sys-

tem in the creation of a learning network.29 By virtue

of his position within the USCC-ITA structure, the

executive secretary could maintain contact with all

potential diocesan ITFS users. The position is unique

in that the secretary can channel the fund of knowl-

edge from ITA to all other dioceses which are repre-

sented in the USCC. The physical location of the execu-

tive secretary is Washington, D. C., which lends itself

to close contact with the Federal Communications Com-

mission. This is a decided asset in terms of filing

application and gathering information. No additional

staff would be required at this time and the objective

could almost be launched at the same time as the pre-

vious objective.

3. To establish and develop production cen-

ters which will produce programming pecu-

liarly attuned to the needs of catholic

primary and secondary schools, as well

29 H. Giles Schmid, Diocesan Learning_Networks, 24.
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as to make similar programming available

for other public and private school sys-

tems.

Of the nine dioceses owning and operating

their own ITFS systems, seven have the capability of

producing television programs. From the questionnaire
30

distributed to the chief-administrators of the diocesan

ITFS systems, it is apparent that rac::,c of the produc-

tion facilities at their individual centers are not

used to their full potential. That is, only one center,

the Diocese of Brooklyn, reports using its production

capabilities for forty hours per week. The six remain-

ing dioceses use their studios anywhere from three to

twenty-five hours per week.

The situation posed above lends itself to the

very basis of a systemic link and also incorporates

Berrien's idea of reciprocity. In brief, it enables

the Office of Executive Secretary to channel talent

available on a national level into one of the existing

production centers. The benefits of such an arrange-

ment will accrue to both the ITA member and the USCC

in that the center chosen for production, will, of

course, receive remuneration thus helping to defray

normal operating costs to the center. The USCC Depart-

30 Questionnaire, January 8, 1971, ITA Meeting, Miami,
Florida, in Appendix, question 6B,
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ment of Education avoids the needless and costly dupli-

cation of television production facilities.

Once the phase of the production center is

started, it will be necessary to add personnel to the

Office of Executive Secretary. To qualify, the indi-

vidual considered for the position must have some

prior experience in television production. This is so

that he may assist personnel on a national level to

prepare for videotaping at a regional center. Such

consideration could save many dollars in relation to

studio time that is wasted due to unprepared talent.

The position would be part time at first, and then

develop into a full time position as the demand in-

creases.

4. To establish and develop centralized

television and video tape libraries

which will furnish to members programming

material of a high caliber.

It is in meeting this objective that the

Office of Executive Secretary acts as a true ISL and

at the same time will tend to become self-sufficient,

thus enabling it to truly assume a position that is

exclusively reflective of any one component of the

system.

Berrien states that

...given the essential probabilistic nature
of a system's processing, the outputs will

1.4k,
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be limited not alone by the nature of its
components but also by the extent to which
its outputs serve to provide another system
with those constituents necessary for the
latter's maintenance, provide_dthpre is
cipIocationof maintenance inputs. Without
reciprocation, first one and then the other
system must disintegrate.31

In keeping with this statement and consider-

ing the aforementioned objectives involving cooperation

in programming and producing television programs, we

arrive at the input and output that Berrien mentions

above. The programs produced and shared by the sub-

systems within ITA are designated as output. This out-

put serves as input for the above-mentioned video tape

library. The input in terms of the video tape library

will serve two purposes. One to keep ITA members sup-

plied with programs for their own system and two, to

enable the Department of Education, USCC to supply

non-ITA members with television programs to fit their

specific needs. The format for the distribution of

videotaped programs to non-ITA users will differ from

that of ITA members. Non - members will be supplied in

one of several video cartridge systems.

The ilaplementation of this objective will

require the greatest increase in staff thus far for

the Office of the Executive Secretary. At least one

31 Berrien, 59.
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full time video engineer and two clerks for trafficing

and record keeping will be required initially.

5. To provide leadership and services to

dioceses in coordinating their educa-

tional programs specifically in the medi-

um of television.

6. To assist dioceses without Instructional

Television Fixed Service in utilizing

the materials produced by those dioceses

having such facilities.

The foregoing two objectives are somewhat

within the same realm and for that reason their imple-

mentation with reference to programming are considered

jointly. Once objective four, or the national video

tape library comes into being, the Office of Executive

Secretary, through already existing communication

channels of the Department of Education, United States

Catholic Conference, will have to encourage and in-

struct those dioceses that have no television experi-

ences. Objective number five will have to be imple-

mented almost simultaneously with objective number four.

The increase in personnel at this stage, to achieve

these objectives will most likely consist of one full

time person with a backgrond in education and educa-

tional media.
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7. TO act as a liaison in the acquisition

and dissemination of television program-

ming available outside of ITA and the

Department of Education, USCC.

This objective is the only one that allows

the Office of the Executive Secretary t? go outside of

the two systems between which it functions. By going

outside the system for either program acquisition or

dissemination, a new opportunity for input and output

is created. The benefits of tilese inputs and outputs

will acrue to both of the major systems and in turn

to the Institutional Systemic Linkage. This position

initially can be waintained by the media specialist

mentioned in objective six.

Budgeting:

Consideration in terms of finance will be

given to each objective as stated in the previous sec-

tion on programming. The only part of the following

proposed costs that cannot at this time be made firm

is that of salary for professional staff members. The

reason for this lies within the suprastructure itself,

mainly the Roman Catholic Church. Any one of the posi-

tions created within this proposed structure could

be tilled by a lay person, a clergyman or a religious.

As a result, even though qualifications may be the

same, the rate of pay would be quite different.
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Objectives One and Two - namely those lend-

ing themselves to greater coordination between and

among members of ITA.

Phase I - (Year 1)

Executive Secretary

Clerical Help (Secretarial)

Travel Expenses

General Office Expenses

Objectives Three, Four, Five and Six - namely

those objectives lending themselves to production cen-

ters, national video tape library, and aiding non -ITFS

users in development and utilization of the television.,

medium.

Phase II - (Year 2)

Normal salary increments for personnel

in Phase I

Additional personnel to implement Phase

II objectives, namely,

- television producer(Director of Pro-

duction)

- video engtheer

- two clerks

- media speciali.st

Machinery necessary for creating a national

video tape library that is accessible
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(hardware)

(Large one-time capital investment)

Plant modification to house the above

machinery

Increase in office and travel expenses

Phase III - (Year 3)

Normal salary increments for personnel

employed in Phases I and II

Additional personnel for office and tech-

nical staff (one secretary--one video

technician)

Plant maintenance

A breakdown of the projected operational

budget may be found on p. 180 in the Appendix.

Systems Analysis:

At the end of each phase of the program some

attempt will have to be mada to evaluate the implemen-

tation of the seven specific objectives. In terms of

the evaluation it might be necessary to revise goals

and objectives and design new programs and procedures

to meet changing needs.

Objectives one and two, those concerned with

the encouragement and coordination of ITFS systems, may

be evaluated against feedback from ITA members and

new diocesan ITFS systems. Hard data alluding to the
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success or failure of the meeting of these objectives

may be found in the financial records of each diocesan

ITS center. If locally produced programs are circu-

lated among members, the total annual cost of program

acquisition will drop. In addition, because ITA mem-

bers do have a rate chart of their own systems, leasing

tape to others should show financial benefit.

Objective three, namely, the use of regional

production centers, can be evaluated in much the same

way as objectives one and two. The fiscal records of

those centers renting studio space to the Office of the

Executive Secretary should show income benefit from

such rentals. In addition, the beginnings of a na-

tional video tape libr:lry will be starting to accumu-

late.

Objective four--the establishment and main-

tenance of a national video tape library. It will not

be possible to evaluate this objective fairly until the

termination of Phase III. The evaluation, however, can

be easily perfDrmed in terms of output of materials and

dollar expenditures. The contents of the video tape

library will be composed of both the ITA productions

and productions called for by the Department of Educa-

tion, USCC. These productions in turn will be chan-

nelled to users who heretofore had no television capa-

bility. It is in meeting this objective that the Office
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of Executive Secretary may become self-sustaining

since the trafficing of video tape incurs rental fees.

In addition the individual members of ITA will receive

royalties on any of their productions that are circu-

lated.

Objectives five and six--to assist non-ITA

dioceses in the adaptation and utilization of the tele-

vision medium, can be evaluated not only in terms of

the number of dioceses seeking advice and implementing

the use of television but also by measuring the output

of objective four--the video tape library.

Objective seven--the liaison for program

acquisition and dissemination outside of the ITA and

the Department of Education, USCG structure. This ob-

jective may also be evaluated in terms of input-output:

input in terms of adding to the video tape library and

output in terms of materials from the national library

being used by outside agencies.

In summary of the PPBS approach to the Ofice

of Executive Secretary the following pages illustrate

the development of such a program with a flow chart,

a planning calendar, a staff model of the completed

Office of Executive Secretary, and job descriptions

for all required personnel.
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Job Descriptions

Executive Secretary.:

The Executive Secretary shall be directly

responsible to the Chairman of the Board of Directors

of Instructional Television Associates in regard to

matters affecting any member of ITA. The prime respon-

sibility of the Executive Secretary shall be the coor-

dination of activities within the membership of ITA.

He will assist the members of ITA in cooperating with

each other in terms of administrative, production and

engineering activities in terms of a cooperative

effort. The initial potential areas of cooperation

may be found on p. 80 in Chapter V of this study. The

Executive Secretary will maintain close contact with

each of the ITA members on an individual basis so as

to keep the Board of Directors up-to-date on events

occurring within ITA. These reports of ITA member

activities will be submitted to the board at each offi-

cial ITA meeting as called by the Board of Directors.

In addition, the Executive Secretary will

report to the Director of Education, United States

Catholic Conference on all of his activities in relation

to ITA and the USCC so as to keep the director up-to-

date on technological progress in terms of television

within the system.

The Executive Secretary will be responsible
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for the coordination of his own staff and the meeting

of the basic objectives of his office as described

in the roles, purposes and basic objectives of his

office.

Director of Production:

The Director of Production shall be directly

responsible to the Executive Secretary. The role of

the Director of Production shall be to act as liaison

between talent made available through the United States

Catholic Conference and the regional production cen-

ters owned and operated by the membership of ITA. He

will keep in regular touch with production centers as

to keep informed of their production capabilities and

limitations. In addition, he will prepare potential

television talent as thoroughly as possible in rela-

tion to procedures to be followed in the preparation

of a television program. He will also keep an inven-

tory of all programs available to the video tape

library.

Chief-Engineer:

TheShief-Engineer will be directly respon-

sible to the Executive Secretary. He will supervise

and train when necessary all technical personnel in-

volved in the maintenance of the video tape library.

His responsibilities will include maintenance of dupli-

cation machinery and the physical plant in which the
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machinery is housed. He will oversee the entire dupli-

cation operation up to and including the shipment of

materials from the video tape library.

Media Specialist:

The Media Specialist shall be directly re-

sponsible to the Executive Secretary. His role will

include encouraging and assisting Catholic schools

and institutions interested in the medium of television

for instruction in maximizing their potential. In

addition, he will seek other outlets for the video tape

library. His, too, will be the task of seeking neces-

sary programs produced outside of the ITA-USCC sources

for inclusion in the video tape library.

The investigator realizes that the above pro-

posed administrative structure may of necessity have

flaws that he has not envisioned. He is aware that if

such a structure is implemented, it will have to under-

go modifications at times.

One could spend many months and even years
trying to develop the 'perfect' program
structure before implementation, but since
a perfect structure does not exist anyway,
it is best to try to come up with something
reasonable soon, get it into oeration, and
then let it evolve over time.3'

32 Gene H. Fisher, The World of Program Budgeting,
P-3361, Santa Monica, California: Rand Corporation,
May, 1966, 27.
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CHAPTER VIII

CONCLUSIONS AND RECOMMENDATIONS

This document was designed to investigate

the possibilities of coordinating the activities of

the Instructional Television Fixed Service facilities

owned and operated by the nine Roman Catholic Dioceses

within the United States. The initial objective was

to design an administrative structure that would allow

for this coordination from a national office. It was

found that there were two national organizations

already in existence. Their functions and facilities

were such that both would be more efficient and pro-

vide wider services if coordinated by means of an

Institutional Systemic Link that would provide the

structure necessary to bring the objective of this work

into focus.

In constructing the proposed administrative

design here described, the investigator relied upon

systems theory and design, especially the master social

process of systemic linkage outlined in Chapter VII,

In addition to the social process, once it was defined,

the concept of Program Planning Budgeting Systems was
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used to provide the actual framework and give a defi-

nite plan to the proposed structure.

The investigator, because of his position

within one of the systems investigated, received coop-

eration from all of the involved parties. Ae had free

access to all of the documents of both the primary

organizations involved. This proved to be very bene-

ficial in gathering the data to construct the proposed

administrative design. The research included in this

study has enabled him to present the following conclu-

sions.

Conclusions:

The problem of this study was addressed to

the need of coordinating the activities of nine dioce-

san television centers owned and operated by the Roman

Catholic Church in the United States. The conclusions

reached by the investigator in relation to the four

subordinate problems are listed below.

Subordinate Problem #1 - To determine the
present administrative goals and patterns of
the existing diocesan television centers.

The administrative goals and patterns of

each of the nine diocesan television centers vary as

to specifics but are primarily concerned with the edu-

cation of children within the parochial schools. All

of the administrators answering the questionnaire
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involved in this study indicated that they were at-

tempting to expand the use of instructional television

to other diocesan agencies and not limit the use of

television to the schools alone. One may therefore

conclude that the major concern 'in expanding televi-

sion services was in the realm of religious education

for adults and in-service education for teachers of

religion. The data compiled for this study indicated

that five of the chief administrators of the diocesan

television centers were on the staff of the education

department within their particular diocese and that

the remaining four chief administrators were within

the office of radio and television for their diocese.

The latter did, however, have ties with the education

department. Funding for all of the television centers

came directly from the main diocesan office.

The television facilities varied from very

low cost "play back" operations to relatively sophis-

ticated facilities and plants. All of the chief admin-

istrators indicated that interdiocesan cooperation was

not only desirable but necessary.

Subordinate Problem 42 - To identify spe-
cific areas where a coordinated administra-
tive design could facilitate television
operations at both the diocesan and at the
national level.

The data gathered in this study in relation

to the potential areas of coordination were elicited
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by the questionnaire on p. 169 and further refined on

the summary of responses on pp. 82-83. Within the

three broad areas of administration, production and

engineering that were investigated, the area that lent

if most to coordination was that of administration.

Because the secondary areas of production and engineer-

ing were more stable the need for coordination was not

of prime concern. All of the chief administrators with

the exception of the Archdiocese of Milwaukee were re-

sponsible for coordinating all of the activities

within their television centers. Data indicated that

the chief administrators were involved in budgeting,

hiring and evaluating personnel and in public relations

for their particular center. Each diocese followed

its own administrative pattern of operation.

The questionnaire returned to the investiga-

tor also ind!.cated that the sources for television pro-

gramming were very much the same for each diocese. In

addition, each of the dioceses involved demonstrated

electronic compatibility in their machinery and engin-

eering techniques. Seven of the dioceses are directly

compatible with regard to machinery at this time. The

Diocese of Brooklyn and the Archdiocese of San Francisco

must go through an intermediate step to be electroni-

cally compatible with the rest at this time.
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Subordinate problem #3 - To dett:imine the

L,

nature and function of an age::,e,i thaL could
support and coordinate the interdiocosnn
cooperation necessary to facilitate opera-
tions in the specific areas.

There were two national agencies that were

interested in education and in television. More spe-

cifically they (The United States Catholic Conference

and Instructional Television Associates) were concerned

with and had as their basic objectives the concept of

interdiocesan cooperation. Coincidentally, both of

these agencies were started at the same time but had

no formal relationship even though their goals and

objectives were similar in nature. The objectives

of the United States Catholic Conference were broader

in scope than those of Instructional Television Asso-

ciates. The latter's dealt more specifically with

instructional television whereas the former's dealt

with the total teaching mission of the Catholic Church

in the United States. Without changing the goals of

either organization it can be stated that coordination

of the two agencies is both feasible and desirable.

Although Instructional Television Asiciates

had the knowledge in the area of television, most

attempts to coordinate ITFS activities were limited be-

cause of the lack of finances. On the other hand,

the United States Catholic Conference had the finan-
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cial capability but lacked the expertise necessary to

coordinate interdiocesan cooperation in the specific

area of instructional television. It should be kept

in mind that both of these agencies are autonomous.

Subordinate Problem #4 - To prepare an admin-
istrative design that would guide, rather
than dictate, policy in regard to instruc-
tional television at the diocesan level.

In order to meet the need expressed for

cooperation between dioceses and at the same time main-

tain the autonomy of both national agencies, the pro-

posed administrative design had to assume a neutral

position that would benefit both agencies. Also to be

taken into consideration was that the similarities of

both agencies were expressed through their goals and

objectives. The proposed administrative design was

constructed within the limitations expressed above.

The social process of systemic linkage in

which the proposed agency became a link between two

systems enabled each agency to maintain its autonomy.

The idea of reciprocity built into the proposed agency

enables both national agencies to receive benefit from

the proposed design. Since both agencies were goal

oriented, the vehicle of Program Planning Budgeting

Systems designed to meet the common existing objectives

of both agencies proved to be most viable in meeting

the needs of both USCC and ITA.
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Recommendations:

1. Since the concept of systemic linkage is

universal in application it does not have to be re-

stricted to the coordination of television activities

alone. The model presented in the foregoing chapters

can be applied to any similar situation where organiza-

tions with similar goals desired to work together in

specific areas while at the same time maintaining

their autonomy. Application of the principle need not

be restricted to educational institutions. It is

therefore to be recommended that the design here pre-

sented for television agencies also be applied to

other organizations.

2. It is recommended that studies based on

this research be undertaken in the following areas:

(a) An investigation into the procedures

for designing and implementing a na-

tional video tape library would be

worthwhile. Several studies would be

required in this area. One could take

into consideration the designing of re-

gional centers that would serve as sat-

ellites of the national center.

(b) A study could research the methods of

cataloging and distributing video tapes

1.62
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from the national level.

(c) A survey of available television hard-

ware (especially the video cassettes)

could be relative to the selection of

the equipment needed in order to main-

tain the national center.

(d) In relation to religious education, a

study involving the potential national

distribution of religious programs for

use over local Community Antennae Tele-

vision (CATV) stations would be timely

and worthwhile. As an outgrowth of

such a study, an investigation into the

needs of the type programs most suit-

able for an adult CATV audience would

be beneficial.

(e) Several studies in administrative pro-

cedures (specifically those mentioned

in Chapter V of this study) with the

emphasis on "how-to" in relation to

PPBS at the local level should be con-

sidered.

(f) A study that would recommend a system

of evaluation as to the impact or merits

of televised instruction on students
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and home viewers in relation to pro-

grams produced through the national

agency with data that could be taken

under consideration in regard to future

trends. At present, no such system of

evaluation exists within the ITA dio-

ceses.
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SURVEY OF EXISTING ITFS FACILITIES

OF TILE ROMAN CATHOLIC CHURCH

IN THE UNITED STATES

1. Nme of !ichool system or institution.

2. Name and Title of Chief-Administrator of ITFS.

3. Date ITFS system first went on the air.

4. Staff. Please indicate the number of full or part
time staff members in each of the following posi-
tion categories. If there is no one in a position,
please indicate by placing an "0" in the blank.

Full Time Part Time

---------

Position
Administrator
Administrative Assistant
Secretarial and Clerical
Program Director
Producer Director
Engineer
'Technicians
Television Teachers
Graphic Specialists
Curriculum Specialists
Student Assistants
Utilization Coordinator

Total Full Time
Total Part Time
Total

5. Eefuiument. Please indicate the quantity of each
typ,:,. of equipment.

Transmitters. Manufacturer:

Down Converters. Manufaetur x:

Antenna. Manufacturer:



01

166

Image orthicon cameras. Color?
Vidicon cameras. Color?
Plumicon cameras. Color?
Kinescope recorders
Film or slide chain
Mobile studio. Describe:

Other: SpeLirv:

6. A. Number of Studios,:
Locations:

B. What is the average number of hours per week
these studios are in use?

C. Number and type of videotape recorders used at
your facility?

D. On what type of machine do you record your
"masters"?

7. Percentage of local programming:
Under 10% 10%-25%
50%-75% 75% and over

25 % -50%

8. Number of buildings receiving 2500 mhz signal:

9. Approximate number of classrooms equipped with TV
receivers:

10. Approximate number of students using ITFS facility:

11. Approximate hours of scheduled orogramming per
week:

12. Programming: Which of the following types of pro-
gramming do you provide via 2500 mhz television?
Check all which apply.

Supplementary -- lessons presented once or
twice.
Direct teaching by TV teacher -- major part
of a course presented by the TV teacher with
some supplementary classroom work.
Enrichment -- programs designed to capture
outstanding local resources which are not
availztble to the classroom.

4.1
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Total teaching -- entire course taught over
TV with no assistance from the classroom
teacher.
In-service teacher education
Monitoring (e.g., study halls)
Testing
Film distribution
Orientation
Administrative announcements
Off campus college courses for which students
receive college credit, pay tuition to the
institution
Industrial location courses for which stu-
dents receive credit, employer pays tuition
Religious training -- outside regular classes
(e.g., CCD)
Panels, interviews, etc. in which students
participate
Other. (Please describe briefly.)

13. Budget. Please answer both columns:

Capital Invest- Source Operating expenses
ment(estimated (estimated amount)
amount)

Federal Government
State Government
Local Government
Commuhity (non-

government)
Diocese or Parishes
College or Univer-

sity
Other. Specify:

14. Do any of your buildings videotape programs for
rebroadcast over CCTV or other distribution sys-
tem? Specify:

15. What firm conducted your original engineering
study?

16. What firm acts as your legal representative for
the FCC?
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17. What are your major sources of program acquisi-
tion?

18. What is the cost of rented programs on an annual
basis? (Approximately)

19. Do you share or rent programs from other diocesan
television centers?

Yes No

20. Have any other diocesan systems used your pro-
grams? Yes No

21. What fee (if any) do you pay for interdiocesan
or ITA rentals?

22. Do you feel that greater cooperation should exist
between the diocesan television centers?

Yes No

23. Do you have a listing of what's wrailable from
other diocesan television centers?

Yes No

24. What is your major source of taleit for television
productions?

25. Are they paid?

26.. Who on your staff determines production priorities?

27. What is the average number of years that your sys-
tem uses a televised series?

28. DJ you lease your facilities to agencies outside
to e diocese?

Yes No

If so, how much do you charge per hour?



29. In what specific areas do you feel interdiocesan
cooperation in television would be most helpful
to you at a local level?

30. On the following pages, would you pease list in
as much detail as possible, the job responsibility
of:

A. The Chief Administrator
B. The Head of Production and Programming
C. The Chief Engineer
L. Utilization Coordinator

178
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Job Responsibility - The Chief Ad .nistrator

1`79
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Job Responsibility - The Head of

Programming_ and Production

ISO



Job Responsibility - The Ch2ef Engineer

11
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Job Description - Utilization Coordinator



174

31. Why did your diocese implement ITFS?

32. Please list what you believe are the educational

objectives of your ITFS facility?
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33. What type of evaluation procedure do you follow
in evaluating the effectiveness of television in
your diocese for students, teachers and community
members? (Please describe in detail.)

I



0
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APPENDIX

Job Responsibility Check List
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Directions for Filling Out Job

Responsibility Check List

The enclosed check list describes specific
functions in the operation of a television center based
upon the returns of a questionnaire previously submit-
ted to the chief administrators of each diocesan tele-
vision center.

In the space provided at the left of each
responsibility, would you please list which department
is responsible for that area. The designations to be
filled in are as follows:

A = Administration
E = Engineering
P = Production

Some of the areas will tend to overlap. In
such instances, try to determine to the best of your
ability which department: (Administrative, Engineering,
or Production) plays a greater role.

PleasL enter only one department per area.
It is importIL thP.t each area does receive a desig-
nation.
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Check List For Job Responsibility and Description

Fund Raising
Hiring of Personnel
Planning Budget
Approving Purchasing
Liaison with Schools
Staff of Department of Education
Establish Priorities
Evaluation of Programs
Selection of Programs for Telecasting
Determines Policy for TV Center
Interviews Potential Talent
Research and Development
Determines Priorities for Production
Scheduling of Programs
Selection of Programs for Preview
Content of Programs
Involved in Actual Production of Programs
Initial Preview of Programs
Responsibility for Graphics
Responsibility for Set Construction
Maintenance of Studio Machinery
Maintenance of School Equipment
Recommend Video Tape Purchase
Building and Plant Maintenance
Works with Television Teachers in Pba.duction
Determines Technique for Production
Publicity for Center
Coordinates All Activities Within the TV

Center
Liaison with Community
Responsible for Fund Raising and Government

Grants
Liaison with Other Diocesan Agencies
Evaluation of Personnel
Assists Utilization Coordinator
Reports to Supt. of Schools - Re: TV
Liaison with Other TV Systems
P^counting and Billing
Conducts Workshops for Tearlhers
Responsible for Program Logs
Schedules Studio Time
Know Sources of Programs
Works with Curriculum Consultants
Responsible for Video Tape Traffic
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APPENDIX C

Projected Operational Budget for the

Office of Executive Secrecary

188

44
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PROJECTED OPERATIONAL BUDGET FOR THE
OFFICE OF EXECUTIVE SECRETARY

Phase I

Salaries: Executive Secretary $ 20,000
Clerical 7,000 $ 27,000.

Travel Expenses 5,000.
General Office Expenses 8,000.

$ 40,000.

Phase II

Salaries: Executive Secretary $ 22,000
Clerical 7,700
Television Producer 11,000
Video YlIngineer 12,000
Media Specialist 12,000
Two Clerks 11,000

$ 75,700.
Travel Expenses $ 10,000 10,000.
General Office Expenses $ 15,000 15,000.

$190,700.

Phase III

Salaries for Phase II plus
increment $110,000

Additional Staff:
Video Technician 8,500
Secretary 7,500

$126,000.
Travel Expenses 10,069.
General Office Expenses 20 000.

$156,000.

Necessary Capital Outlay for
Technical Machinery - Phase II

Video Cassette Duplicator:
(1 Controller and 20 slaves)

Telecine Equipment

$150,000.

100 000.
$250,000.
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